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SUMMARY  OF  FINDINGS 


The  transit  department  is  under  the  management 
of  a  commission  of  three  who  delegate  the  administration 
of  the  department  to  the  chief  engineer  and  to  the  secretary. 
On  March  22,  19^9*  there  were  778  employes  on  the  payroll 
of  the  department.   No  records  are  available  showing 
expenditures  for  19^8  or  for  any  fiscal  period. 

In  general,  the  management  of  the  transit  depart- 
ment  is  extremely  lax.   The  organization  structure  is 
indefinite.   Lines  of  authority  are  not  clear  cut.  Dis- 
cipline is  poor  and  work  performance  is  low.   The  staff  is 
not  recruited  according  to  needs  as  determined  by  supervisors 

The  construction  of  the  East  Boston  project  is 
admittedly  inefficient  and  more  expensive  than  it  would 
have  been  under  contract.   One  of  the  principal  reasons 
cited  for  the  relatively  poor  performance  is  the  limitations 
imposed  on  hiring  personnel.   Such  hiring  is  handled  through 
the  state  division  of  civil  service,  but  because  no  list  of 
eligibles  exists  for  many  of  the  classes,  there  is  no  screen- 
ing of  applicants.   It  is  reported  that  the  transit  depart- 
ment finds  it  difficult  to  remove  those  not  qualified  for 
the  work  for  which  they  were  hired,  even  though  little  or 
no  effort  is  made  to  screen  applicants  before  placing  them 
on  the  payroll. 

The  veterans*  preference  limitation  is  also  cited 
as  a  reason  for  low  performance  and,  in  general,  the  inter- 
pretation of  this  law  by  all  supervisors  is  that  only 
veterans  can  be  employed  regardless  of  the  specialization 
required, 
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The  East  Boston  project  is  considered  to  be  a 
"make  work"  project  and  mention  was  frequently  made  by 
supervisors  -  "Don»t  forget  that  this  job  was  set  up 
to  provide  work  for  veterans."   There  is  nothing  in  the 
law  that  would  indicate  this  to  be  a  correct  interpreta- 
tion of  the  intent.   Instead,  veterans  are  to  be  given  a 
preference  insofar  as  "it  is  practicable  to  do  so,"   No 
criticism  is  implied  herein  as  to  the  veterans*  preference 
policy.   It  is  unfortunate  that  veterans  are  charged  with 
the  responsibility  for  the  low  performance  of  crews  on  the 
East  Boston  project. 

There  appears  to  be  little  justification  for  the 
existence  of  the  transit  department.   It  is  principally  a 
construction  agency  and  much  of  its  construction  is  for  the 
ultimate  use  of  the  Metropolitan  Transit  Authority  and 
could  better  be  handled  by  that  agency  of  the  Commonwealth, 

There  is  very  little  relation  between  the  class 
of  positions  and  the  duties  of  the  employes  fitting  the 
positions.   Persons  are  employed  in  one  class  and  then 
assigned  to  duties  of  another  class. 
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It  is  a  policy  of  the  transit  department  to  do 
all  of  its  engineering  work  rather  than  employ  outside 
consultants.   Such  a  practice  requires  that  a  large  force 
of  engineers  be  recruited  to  handle  specialized  work.   There 
are  indications  that,  in  the  past,  a  larger  engineering  force 
has  been  retained,  than  was  warranted,  following  the  comple- 
tion of  a  major  construction  project.   It  is  doubted  by  the 
authors   of  this  report  that  such  a  policy  is  in  the  best 
interests  of  the  city. 

The  organization  for  payrolls  and  timekeeping 
does  not  follow  the  organization  structure  and  precludes 
any  periodic  audit  or  position  control.   It  is  virtually 
impossible  to  determine  where  all  the  employes  on  a  payroll 
are  working.   There  is  nothing  peculiar  about  the  work  of 
the  transit  department  that  makes  it  difficult  to  estab?- 
lish  a  reasonably  definite  organization  structure  and  hold 
supervisors  responsible  for  those  employes  that  work  under 
their  supervision. 

The  discipline  exercised  over  employes  is  lax. 
Times  for  reporting  and  leaving  work  assignments  can  vary 
as  much  as  one  half  hour  without  affecting  compensation. 
Two  "coffee"  periods  are  allowed  employes  on  the  day  shift 
on  the  East  Boston  project-.   The  night  shift  is  allowed  an 
additional  half  hour  for  lunch,  but  takes  only  one  coffee 
period.   It  is  apparent  that  the  sick  leave  privilege  is 
being  abused. 

The  department  has  a  minimum  number  of  operating 
and  cost  reports.   In  fact>  except  for  a  weekly  project 
cost  report,  which  was  of  very  little,  if  any  value,  the 
department  had  absolutely  no  records  to  furnish  the 
authors  of  this  report-. 

Possibly  one  of  the  reasons  for  the  lack  of  infor- 
mation was  the  fact  that  the  department  does  not  have  a 
budget  nor  does  it  look  to  anyone  for  approval  of  expendi- 
tures once  the  general  court  has  authorized  the  total 
amounts  for  projects.   In  fact,  the  transit  department  is 
not  reporting  to  anyone  -  the  mayor,  the  council,  or  the 
citizens. 

The  shop  facilities  in  the  South  Boston  yard  are 
totally  inadequate  for  this  kind  of  work.   A  number  of 
sheds  are  scattered  throughout  the  yard  making  supervision 
virtually  impossible.   Recent  construction  of  a  small 
garage  building  does  not  appear  to  have  been  planned  in 
connection  with  any  overall  general  improvement.   Cost 
figures  could  not  be  obtained  for  the  construction  of  this 
structure.   In  fact,  the  whole  matter  seems  to  be  the  result 
of  an  informal  arrangement  for  using  materials  and  labor 
without  planning  or  cost  considerations., 
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The  force  account  construction  by  the  transit 
department  varies  widely  from  the  contract  methods  used 
on  that  part  of  the  project  let  out  on  a  contract  basis. 
The  department  does  not  take  advantage  of  the  many  possi^ 
bilities  of  reducing  costs  through  the  use  of  modern 
equipment. 

It  was  observed  that  the  supervisors  are  not 
informed  nor  are  their  opinions  asked  on  the  staff  needs 
of  the  several  operations.   Instead,  supervisors  are 
obliged  to  use  whatever  employes  are  assigned  to  them. 
Where  employes  cannot. do  the  work  as  called  for  in  the 
duties  of  the  positions  which  they  hold,  they  are 
merely  assigned  to  other  work  that  is  not  beyond  their 
qualifications. 

The  management  controls  exercised  over  materials 
and  equipment  are  loose  or  do  not  exist. 

It  can  be  said  that  the  whole  operation  of  the 
transit  department  is  on  an  informal  basis  with  little 
emphasis  on  control  and  no  emphasis  on  economy.   Savings 
of  from  one  third  to  one  half  of  the  entire  payroll  would 
be  entirely  possible  if  the  department  were  properly 
organized  and  staffed  and  modern  methods  adopted  in  its 
many  operations. 
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SUMMARY  OP  RECOMMENDATIONS 


The  recommendations  expressed  or  implied  in 
this  report  are  summarized  as  follows: 

1.  Abolish  the  transit  department  and  transfer 
its  functions  to  the  Metropolitan  Transit  Authority* 
(Section  l+a) 

2.  If  it  is  decided  to  retain  the  functions  of  the 
transit  department  in  the  city  organization,  abolish  the 
transit  commission  and  organize  operations  under  a  full- 
time  department  head  responsible  direct  to  the  mayor, 
(Sections  lj,b  and  5) 

3.  If  it  is  decided  not  to  abolish  the  transit 
commission,  restrict  its  authority  to  that  of  policy- 
making  and  place  all  management  and  staff  under  the  chief 
engineer,  (Sections  Ifb  and  5) 

l\.m      Provide  that  positions  and  payrolls  be 
approved  by  the  chief  engineer.  (Section  5) 

5.  Establish  in  written  form  the  responsibilities 
and  authorities  of  the  several  supervisory  positions  in 

the  transit  department.  (Section  5) 

6.  Reorganize  the  construction  work  on  the 
East  Boston  project  so  as  to  reduce  the  number  of  employes 
who  report  direct  to  the  construction  superintendent. 
(Section  5) 

7.  Assign  to  one  person  complete  responsibility 
for  all  storeskeeping,  equipment  control,  employment,  time-- 
keeping, payroll  preparation,  and  cost  accounting.  (Section  6b) 

8.  Reduce  the  number  of  employes  reporting  to  the 
secretary  from  18  to  13.  (Section  6b) 

9.  Reduce  the  number  of  employes  reporting 
to  the  cost  analyst  from  9  to  5*  (Section  6b) 

10.  Reduce  the  number  of  timekeepers  from  13 
to  7.  (Section  6b) 

11.  Install  time  clocks  at  the  shop  and  other 
locations  where  practicable,  (Section  6b) 

12.  Revise  cost  records  to  show  complete  costs 
on  only  those  activities  where  such  records  are  useful. 
(Section  6c) 
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13.  Discontinue  the  assignment  by  the  cost  section 
of  one  man  to  check  on  supplies,  materials,  and  equipment 
and  obtain  such  information  from  routine  field  reports, 
(Section  6c) 

II4..   Eliminate  the  field  work  by  the  cost  section 
for  determining  distribution  of  personnel  service  costs 
and  use  foremen  time  reports  instead.  (Section  6c) 

15.  Require  supervisors  to  prepare  a  positive 
time  report  on  each  employe  under  their  supervision. 
(Section  6d) 

16.  Keep  time  of  all  employes,  including  foremen, 
on  the  job.   (Section  6d) 

17»   Establish  more  strict  discipline  over  time* 
keeping  on  the  East  Boston  project.  (Section  6d) 

18.   Establish  a  budget  procedure  for  transit 
department  expenditures  according  to  a  planned  work 
program.  (Section  6e) 

19«   Reduce  the  number  of  employes  assigned  to 
engineering  survey  parties  from  eight  or  nine  to  four  or 
five.  (Sections  7b  and  7d) 

20t   Transfer  street  location  and  conveyancing 
work  to  the  appropriate  city  departments.  (Section  fb) 

21.   Employ  engineering  consultants  on  all  large 
projects  to  avoid  the  need  for  building  up  a  large  but 
temporary  engineering  staff*  (Section  7°) 

22.  Discontinue  the  practice  of  hiring  engineers 
for  Saturday  and  Sunday  work  on  design  activities.  (Section  7<0 

23.   Provide  for  authorization  of  the  construction 
of  projects  before  completing  detail  plans.  (Section  7°) 

Zh*      Set  up  a  cost  accounting  system  for  engineer- 
ing work  to  control  engineering  costs  charged  against 
specific  pro jects. (Section  7°) 

25»   Reduce  the  number  of  survey  parties  assigned 
to  the  East  Boston  project  from  three  to  two.  (Section  7d) 

26.   Delegate  more  authority  for  determining 
staff  needs  to  those  employes  placed  in  charge  of     con- 
struction projects.  (Section  8a) 

27«   Set  up  controls  for  checking  work  performance 
of  crews  such  as  the  cubic  yards  of  earth  excavated  per 
employe  for  each  crew.  (Section  8a) 
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28.  Discontinue  the  maintenance  of  equipment 

by  the  East  Boston  crews  and  assign  this  work  to  the  South 
Boston  yard.  (Section  8a) 

29.  Charge  out  tools  to  those  responsible  for 
their  return.  (Section  8a) 

30.  Discontinue  doing  work  that  is  normally  handled 
by  other  city  agencies,  such  as  paving,  sewer,  and  water 
construction.  (Section  8a) 

31.  Reduce  the  number  in  the  crew  assigned  to  con- 
crete work  from  nine  to  five,  (Section  8a) 

32.  Reduce  the  size  of  the  crew  assigned  to  waters- 
proofing  from  12  to  6.  (Section  8a) 

33.  Reduce  the  number  of  watchmen  from  2k    to   19. 
(Section  8a) 

3l|.«   Adopt  modern  construction  methods  such  as  ara 
currently  in  use  by  the  contractor  so  as  to  take  advantage 
of  labor-saving  devices.  (Section  8b) 

35.  Use  power  excavation  equipment  for  removal  of 
excavations  wherever  possible  so  as  to  eliminate  the  hand*- 
loading  of  buckets.  (Section  8b) 

36.  Consider  the  use  of  plywood  forms  to  obtain 
better  concrete  surfaces.  (Section  8b) 

37.  Reduce  the  number  of  truck  dispatchers  from 
eight  to  one.  (Section  8c) 

38.  Reduce  the  number  of  chauffeurs  assigned  to  the 
commission  and  executives  of  the  department  from  five  to 
two.   (Section  9) 

39  •  Eliminate  two  clerical  positions  from  the 
staff  of  the  South  Boston  yard.  (Section  9) 

l\.0m    Eliminate  the  engineering  positions  assigned 
to  the  South  Boston  yard.  (Section  9) 

I4.I.   Before  going  ahead  with  any  construction  of 
building  facilities  at  the  yard,  plan  for  the  utlimate 
improvement  of  this  physical  plant.  (Section  9) 

Ij.2.   Require  that  the  commission  (or  chief  engineer) 
approve  any  new  construction  in  writing  and  based  on  plans 
and  estimates  of  cost  before  proceeding  with  the  work. 
(Section  9) 
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14-3 •   Discontinue  the  "make  work"  policy  and  devote 
more  attention  to  cost  aspects  of  the  job.  (Section  10) 

l\l±*      Adopt  a  policy  of  contracting  for  all  major 
construction  work,  (Section  10) 

ij-5*   Let  contracts  on  a  bid  price  basis  insofar 
as  it  is  practicable  to  do  so,  (Section  11a) 

I4.6.   Require  the  transit  department  to  justify  the 
policy  of  negotiating  contracts  where  the  department  believes 
that  this  policy  is  in  the  best  interests  of  the  city, 
(Section  8a) 

i|-7»   Establish  simple  equipment  control  records, 
(Section  lib) 

l\B*      Set  up  proper  procedures  for  receiving  and 
accounting  for  materials  and  supplies  received  and  issued, 
(Section  lib) 

i|_9.   Provide  for  a  complete  inventory  record  of  all 
materials  under  the  control  of  the  transit  department, 
(Section  lib) 

50,   Establish  a  position  control  by  organization 
unit.  (Section  12a) 

51*   Set  up  an  examination  process  so  as  to  deter- 
mine that  the  persons  applying  for  positions  are  properly 
qualified  as  to  experience  and  ability,  before  the  persons 
are  hired.  (Section  12a) 

52.  Work  out  a  plan  to  avoid  displacing  ex- 
perienced employes  with  inexperienced  employes  who  hold 
higher  positions  on  lists  but  are  not  necessarily  better 
qualified.  (Section  12a) 

53.  Provide  for  a  complete  reclassification  of 
positions  in  the  transit  department.  (Section  12b) 

5I4-.   Establish  more  rigid  disciplinary  rules  and 
regulations  to  control  work  performance  of  individuals. 
(Section  12c) 

55.  Establish  a  written  standard  practice  manual 
covering  hours  of  work  and  other  personnel  matters*  (Section  12c) 

56.  Reduce  the  amount  of  overtime  paid  employes 
insofar  as  it  is  practicable  to  do  so.  (Section  12d) 

57«   Provide  for  periodic  and  annual  reports  of  the 
transit  department  to  show  the  status  of  each  project  and  the 
revenues  and  expenditures  received,  (Section  13 ) 
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TRANSIT  DEPARTMENT 

1.  Introduction 

•m     ■     - ■       ■   T      ■    ■  1 1    i        'i 

The  transit  department  is  one  of  the  major  depart- 
ments of  the  city,  but  unlike  others,  it  has  no  budget  nor 
does  it  depend  upon  the  general  fund  to  finance  its 
activities*   Expenditures  for  construction  projects  are 
financed  through  the  sale  of  bonds  authorized  by  the  general 
court  of  the  Commonwealth,   The  bonds  are  retired  from 
revenues  from  the  MTA  equal  to  four  and  one-half  percent 
of  the  cost  of  the  projects. 

The  transit  department  is  under  the  management  of 
a  commission  of  three  members  appointed  by  the  mayor  and 
known  as  the  Boston  Transit  Commission,   The  staff  of  the 
commission  varies  widely  from  a  low  of  about  60  during 
periods  of  no  construction  to  hundreds,  depending  upon 
the  amount  of  construction  wo? k  in  progress.   As  of  the 
week  ending  March  22,  19M-9  the  commission  had  778  employes 
working  in  the  transit  department, 

2.  Scope  of  Study 

—  <m    ■i^niiiMM  ipiiw  wi^  w»»i  in  i  y  ■  ■    im    m 

The  study  upon  which  this  report  is  based  includes 
only  those  aspects  of  the  operations  of  the  department 
concerned  with  the  general  organization  and  management  of 
its  many  activities.   No  attempt  was  made  by  the  authors 
of  this  report  to  determine  if  the  projects  being  constructed 
by  the  department  are  worthy  and  needed.   Nor  are  all 
of  the  technical  operations,  such  as  engineering  design, 
appraised  as  to  their  quality  of  performance.   In  brief, 
every  attempt  was  made  to  appraise  all  of  those  elements 
concerned  with  the  business  management  of  the  department. 

In  contrast  to  the  experience  of  the  staff  study- 
ing other  departments ^  active  cooperation  was  not  obtained 
from  transit  department  employes.   Due  both  to  inadequate 
records  and  to  an  apparent  desire  to  withhold  such  informa- 
tion as  was  available,  analysis  of  operations  and  staffing 
was  made  extremely  difficult.   It  proved  to  be  an  almost 
impossible  task  to  verify  a  payroll  by  determining  where 
each  employe  on  the  payroll  was  actually  working.   Large 
discrepancies,  in  the  number  of  employes,  of  over  I5O  (in  a 
total  of  778)  appeared  between  payroll  figures  and  staffing 
as  revealed  by  organization  charts  furnished  by  the  depart- 
ment. 

Also  contributing  to  the  difficulty  of  making  the 
study  is  the  fact  that  throughout  the  entire  department  the 
basic  principles  of  sound  business  management  are  lacking* 
Organization  lines  of  authority  are  indefinite  and  super- 
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visors  do  not  have  clearly  defined  duties. 

These  facts  are  stated  to  explain,  in  some 
measure,  the  lack  of  cost  data  and  other  information 
generally  used  in  analyzing  the  effectiveness  of  operations. 

5.   Functions  and  Activities 


The  transit  department  finances  and  constructs 
transportation  facilities  for  lease  on  a  rental  basis  to 
operating  agencies,  such  as  the  Metropolitan  Transit 
Authority,  hereinafter  referred  to  as  the  MTA.   It  has  no 
operating  functions  with  respect  to  transportation  facili- 
ties.  The  department  has  legal  authority  for  the  "construction 
of  all  tracks,  wires,  lights,  and  appurtenances  thereto/1 
However,  it  is  reported  that,  in  general,  the  MTA  constructs 
such  facilities  after  the  transit  department  has  completed 
the  basic  structure. 

An  unusual  arrangement  is  provided  in  the  law 
whereby  the  transit  department  may  subcontract  the  construc- 
tion of  certain  facilities  to  the  MTA,   In  such  instances, 
the  MTA  is  serving  as  a  contractor  in  the  construction  of 
facilities  that  the  MTA  will  later  rent  from  the  transit 
department. 

The  transit  department  also  does  maintenance 
work  for  the  MTA,  such  as  making  minor  repairs.   The  depart- 
ment has  its  own  shops,  does  all  of  its  own  engineering, 
and,  at  present,  it  is  doing  most  of  its  own  construction 
work  using  day  labor  employes.   It  also  contracts  for  the 
construction  of  major  structures  or  for  parts  of  major 
structures. 

In  effect,  the  transit  department  Is  the  agency 
established  to  finance  and  construct  by  contract  or  day 
labor  the  structures  needed  by  MTA  and  others.   It  derives 
its  funds  from  the  sale  of  bonds  and  from  rentals  charged 
for  the  use  of  the  structures  as  described  elsewhere  in 
this  report. 

If.   General  Plan  of  Organization 

a.   The  Metropolitan  Transit  Authority:   One  of 
the  principal  responsibilities  of  the  transit  department 
is  to  construct  facilities  for  the  use  of  the  MTA,   The 
transit  department  has  no  operating  responsibilities.   In 
relation  to  the  MTA,  it  has  the  position  of  a  preferred 
contractor.   Under  agreement,  it  constructs  facilities  and 
rents  them  to  the  MTA  at  the  annual  rate  of  four  and  one- 
half  percent  of  the  construction  cost.   However,  the  MTA 
can  construct  and  make  repairs  to  structures  for  the  transit 
department  on  order  and  without  submitting  a  bid  in 
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competition  with  any  other  contracting  agency.  The  MTA  will 
later  pay  a  rental  of  four  and  one-half  percent  of  costs, 
including  the  charges  made  by  MTA,  The  department  need  not 
be  concerned  with  costs,  as  its  contract  with  MTA  provides 
for  a  revenue  of  the  above-stated  percent  of  total  costs. 
Therefore,  it  is  always  in  a  solvent  position,  regardless 
of  the  management  of  its  activities. 

It  would  appear  that  the  citizens  of  Boston  and 
of  the  Boston  metropolitan  area  would  be  served  better  if  the 
transit  department  were  abolished  and  the  authority  and  func- 
tions of  the  department  transferred  to  the  MTA, 

b.   The  Boston  Transit  Commission;   The  Boston 
Transit  Commission  consists  of  three  persons  appointed  by  the 
mayor.   The  chairman  of  the  commission  is  nominal  head  of  the 
department,  but  actually  he  has  no  more  authority  than  the 
other  commissioners  and,  on  occasion,  is  overruled  by  them. 
The  top  level  organization  structure  of  the  department  is 

as  follows:  Number  of  Annual  Rate 

Position     Positions   of  Pay 

■' »  1"  ■ " . "      "i-     1 1 11 ,  ■  1 » - 1 "■  ■■  '■■ 1  

Commissioner    (chairman) 
Commissi  oner 

Chief   engineer 

Secretary  (fiscal  and  personnel) 

Physician  (part-time) 

Workmen's  compensation  agent(part-time)l 

In  general,  the  board  meets  once  a  week  on  Wednes- 
day, and  at  other  times  when  bids  are  being  opened.  Board 
members  do  not  concern  themselves  with  administration  of  work, 
but,  in  general,  confine  their  activities  to  matters  of  policy. 
It  is  fortunate  that  the  commissioners  do  not  concern  them- 
selves with  administrative  matters,  even  though  they  have  such 
authority. 

The  activities  of  the  department  are  such  that  it 
could  function  as  a  normal  department  of  the  city  with  a 
commissioner  rather  than  a  commission  to  act  as  its  head.   If 
it  is  decided  not  to  abolish  the  department,  as  recommended 
elsewhere,  the  commission  should  be  abolished  and  the  depart- 
ment established  under  a  full-time  head  reporting  direct 
to  the  mayor.   If  it  is  decided  not  to  abolish  the  commission, 
its  authority  should  be  restricted  to  that  of  policy-making 
and  the  administration  of  the  department  should  be  under  a 
full-time  department  head. 

5«   Organization  and  Staff  of  the  Transit  Pep artment 

The  transit  department  is  under  the  general  management 
of  the  Boston  Transit  Commission.  Full-time  management  is 
delegated  by  the  commission  to  its  secretary  and  chief  engineer, 
both  reporting  direct  to  the  commission.  The  secretary  is 
responsible  for  all  fiscal  and  personnel  matters,  and  the  chief 
engineer  has  charge  of  all  engineering  and  construction  work. 
Two  other  employes,  a  physician  and  a  workmen* s  compensation 
agent,  each  on  a  part-time  basis,  report  direct  to  the  commission, 
As  of  the  week  ended  March  22,  l^-J-9,  there  were  778  employes 
working  in  the  transit  department,  of  whom  566  were  assigned 
to  the  East  Boston  construction  project. 


-11- 

As  nearly  as  could  be  determined,  the  pattern  of 

organization  and  staffing  of  the  department  as  of  March  22, 
194-9,  were  as  shown  in  the  following  tabulation? 

Number  of 
Position  Title  ■»  Organization  Unit      Positions 

Commissioner  (chairman)  1 

Commissioners  2 

Physician  (part-rtime)  1 

Workmen's  compensation  agent  (part-time)  1 

Secretary  (fiscal  and  personnel)  1 

Clerk  cost  accountant  and  others  (accounting)  l± 

Clerk  and  other  (purchasing)  2 

Telephone  operator  1 

Conveyancer  and  others  3 

Personnel  director  and  other  2 

Clerks-stenographer  and  others  (payrolls)  1+ 

Messenger  1 

Chief  engineer  1 

Assistant  chief  engineer  1 

Civil  engineer  V  (survey  parties)  1 

Engineer  II  (timekeeper)  1 

Assistant  engineer  III  and  others  7 

Transitman  and  others  8 

Engineer  IV  and  others  8 

Civil  engineer  IV  and  others  3 

Assistant  engineer  IV  and  others  9 

Construction  foreman  and  others  7 

Foreman  subway  construction  and  others  10 

Design  engineer  (design)  1 

(Regular  engineering  staff)  37 
Civil  engineer  V  and  others 

(Saturday  and  Sunday)  6 

Stenographer  and  others  3 

Head  blueprinter  and  others  5 

Engineer  V  and  others  (South  Boston  yard)  78 

Construction  engineer  (East  Boston)  1 

Constable  1 

Safety  engineer  and  other  2 

Foreman  of  subway  construction  3 

Cost  analyst  and  others  9 

Engineer  III  and  others  (survey  party)  12 

Engineer  II  and  others  (survey  party)  19 

Engineer  IV  and  others  (survey  party)  7 

Clerk  of  works  1 

Laborer  and  others  (watchmen)  2k- 

Head  timekeeper  and  others  I3 

Foreman  subway  construction  and 

others  (truck  dispatcher)  8 

First  aid  technician  and  others  6 

Miscellaneous  office  clerks  17 
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Number  of 

Position  Title  -  Organization  Unit  Positions 

Construction  Engineer  (East  Boston)  (cont.) 

Foreman  of  subway  construction         1 
Foreman  of  subway  construction 

(concrete  inspection)  1 

Construction  foreman  (utility 

foreman)  1 

Construction  foreman  (utility 

foreman)  1 

Laborer  ( toolkeepers)  2 

Construction  foreman  (lumber  yards)   1 
Construction  foreman  ancf:  others 

(lumber  yards)  I5 

Foreman  of  subway  construction 

and  others  (materials)  10 

Bookkeeper  and  other  (material 

checker)  2 

Material  inspector  1 

Foreman  of  subway  construction 

and  others  (concrete)  10 

Hoisting  engineer  and  others 

(mechanic)  I4J4. 

Carpenter  and  others  i| 

Ironworker  foreman  and  others 
Waterproofer  foreman  and  others     12 
Foreman  subway  construction  and 

others  27 

Foreman  subway  construction  and 

others  39 

Foreman  subway  construction 

and  others  23 

Foreman  subway  construction 

and  others  38 

Foreman  subway  construction 

and  others  13 

Foreman  subway  construction 

and  others  8 

Foreman  subway  construction 

and  others 
Foreman  subway  construction 

and  others  7 

Construction  foreman  and  others     39 
Foreman  subway  construction  and 

others  (night  work)  63 

Total  778 


s 


25 


Many  weaknesses  are  apparent  in  the  present 
organization  structure.   The  division  of  responsibility  be- 
tween two  employes  reporting  direct  to  the  commission  makes 
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for  difficult  planning  and  control  over  operations.  The 
chief  engineer  is  responsible  for  engineering  and  construc- 
tion but  he  has  no  responsibility  for  employment  authorizat- 
ion or  for  payrollso  There  should  be  a  single  full-time 
head  of  the  department  to  assure  competent  management.  Be- 
cause of  the  nature  of  the  work  of  the  department,  it  would 
seem  that  the  chief  engineer  should  be  its  full-time  head. 

The  business  activities  that  are  now  under  the 
secretary  should  continue  to  be  under  one  person  who  would 
be  responsible  direct  to  the  chief  engineer. 

The  assistant  chief  engineer  does  not  appear  to 
have  duties  normal  to  this  position,  but  instead,  his 
present  duties  are  to  have  charge  of  survey  work,  except 
for  East  Boston,   The  heads  of  the  several  divisions,  in 
actual  practice,  report  direct  to  the  chief  engineer. 
This  is  as  it  should  be,  and  is  preferred  to  the  official 
organization  plan. 

It  was  noted  that,  in  talking  with  the  several 
supervisors,  lines  of  authority  and  responsibility  were 
not  sharply  defined.   No  written  instructions  v/ere  available. 
As  a  consequence,  the  entire  organization  of  over  'JOO   em- 
ployes is  somewhat  informal  and  functions  by  various 
mutual  understandings  between  employes,   There  is  a 
definite  need  for  spelling  out  in  specific  language  the 
responsibilities  and  authorities  of  the  several  supervisory 
employes. 

Of  the  total  payroll  of  778  employes  for  the 
week  ending  March  22,  V}h$9    5^6  were  assigned  to  the  East 
Boston  project  and  worked  under  an  engineer  in  charge  of 
this  job.   This  arrangement  is  desirable  as  all  of  this 
work  falls  within  a  single  project  and  can  best  be  coordinated 
by  one  individual. 

However,  within  the  East  Boston  organization,  one 
glaring  weakness  is  evident.   All  construction  work  is  under 
a  "foreman  of  subway  construction,"   There  are  2ij-  employes 
reporting  direct  to  the  person  filling  this  position.  Five 
of  the  employes  work  individually  and  others  supervise 
groups  of  as  many  as  63  employes.   The  present  organization 
is  a  result  of  two  conditions.   The  employe  filling  the 
position  of  foreman  of  subway  construction  is  a  man  of 
considerable  experience  and  appe  ars  to  be  well  qualified 
in  this  kind  of  work.   However,  many  of  the  foremen  working 
under  him  are  not  as  well  qualified  and  cannot  be  given 
heavy  responsibilities-.   As  a  result,  the  person  in  charge 
attempts  to  take  care  of  many  details  personally  and,  in 
effect,  must  be  "all  over  the  job"  continuously.   To  correct 
this  condition,  capable  foremen  must  be  selected  and  trained 
to  carry  out  their  responsibilities  without  the  aid  of 
detail  supervision.   The  number  reporting  direct  to  the 
foreman  in  charge  should  be  reduced  to  a  workable  few  of 
something  less  than  10, 
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There  appears  to  be  some  question  as  to  the 
place  In  the  organization  of  the  engineer  responsible  for 
contract  work  on  the  East  Boston  project.   The  chief 
engineer  has  stated  that  this  employe  was  working  for  the 
engineer  in  charge  of  all  East  Boston  work,  whereas  the 
latter  thought  that  such  work  was  not  under  his  supervision. 
Such  responsibility  and  authority  should  be  definite  and 
in  writing.   In  this  case,  it  would  seem  that  the  engineer 
in  charge  of  day  labor  work  in  East  Boston  should  have 
responsibility  for  all  work  on  the  project. 

6.   Financial  Administration 

II        ,'. "II  |     IIM.I-  l|    II  II  |     II 

a.   General ;   The  transit  department  is  unlike 
other  city  agencies  in  that  all  of  the  ironies  which  it 
spends  are  obtained  by  borrowing.   None  is  appropriated 
from  the  general  fund*  Another  difference  between  this 
department  and  others  is  that  no  part  of  the  funds  available 
for  expenditure  is  budgeted.   Original  authorization  for 
the  transit  department  projects,  including  the  amount  to  be 
spent  is  made  by  the  general  court  of  the  Commonwealth, 
subject  to  approval  by  the  city  council  and  the  mayor.  At 
the  request  of  the  transit  department,  the  treasurer  is 
then  required  to  issue  general  obligation  bonds  of  the 
city  for  an  amount  up  to,  but  not  exceeding,  the  amount 
authorized  by  the  general  court.   In  the  case  of  the  East 
Boston  extension,  the  amount  authorized  was  $8,500,000. 

Alterations  to  existing  facilities,  which  are 
made  by  the  department  at  the  request  of  the  Metropolitan 
Transit  Authority,  are  financed  in  accordance  with  the 
provisions  of  Chapter  520  of  the  Acts  of  I9I4-8.   This  law 
provides  that  the  treasurer  of  the  city  shall,  at  the 
request  of  the  transit  department,  issue  general  obligation 
bonds  of  the  city  for  an  amount  not  exceeding  the  cost  of 
proposed  alterations.   Otherwise,  there  is  no  limit  to  the 
amount  the  department  may  spend  providing  it  certifies 
that  all  money  so  spent  was  used  to  pay  for  the  cost  of 
the  alterations. 

While  some  of  the  details  of  the  acts  which 
authorize  the  various  projects  and  alterations  vary,  the 
basic  plan  for  the  payment  of  the  debt  incurred  is  as 
follows: 

Before  work  on  a  project  is  started,  the  city  and 
the  MTA  enter  into  a  contract  for  lease  by  the  MTA,  upon 
completion,  of  the  facilities.   The  contract  provides  that 
the  MTA  will  pay  to  the  city  not  less  than  four  and  one- 
half  percent  per  annum  of  the  total  cost  of  the  project. 
Chapter  333  of  the  Acts  of  I93I  provides  that  all  such 
contracts  shall  expire  on  July  1,  1962.   However,  the  act 
which  provided  for  the  extension  of  the  East  Boston  facilities 
provides  that  the  annual  rental  shall  be  sufficient  to 
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provide  an  amount  equal  to  one  and  one-half  percent  of  the 
net  cost  of  the  premises  and  equipment  in  addition  to  the 
annual  amount  of  interest  on  bonds  issued  to  pay  for  said 
net  costs  but  in  no  event  less  than  three  and  one-half 
percent  of  said  net  cost. 

Expenditures  of  the  transit  department  are 
directly  reflected  in  overhead  costs  of  the  MTA.   These 
costs  affect  the  people  of  Metropolitan  Boston  in  two 
ways;  either  with  respect  to  the  rate  of  fare,  or  to  the 
extent  of  the  surplus  or  deficit  which  the  system  incurs, 
In  the  case  of  a  deficit,  it  is  eventually  assessed  upon 
the  1I4.  cities  and  towns  composing  the  metropolitan  dis- 
trict.  The  proportion  of  the  deficit  which  each  must  bear 
is  based  upon  a  traffic  count.   At  the  present  time,  the 
city»s  proportion  is  approximately  62  percent.   This  arrange' 
ment  is  not  desirable  either  for  the  City  of  Boston  or  for 
the  13  other  municipalities. 

Upon  request  of  the  MTA,  the  city,  through  the 
transit  department,  is  required  to  engage  in  projects 
which  require  large  outlays  of  capital  and,  to  obtain  funds 
to  do  this  work,  must  issue  bonds  which  are  supported  by 
the  full  faith  and  credit  of  the  city.   The  existing  ar- 
rangement for  the  construction  of  rapid  transit  facilities 
in  Metropolitan  Boston  does  not  encourage  any  group  or 
political  subdivision  to  have  primary  concern  over  the 
cost  of  construction  or  alteration  of  facilities.   All  the 
money  which  is  spent  comes  from  the  sale  of  bonds.   The 
bonds  are  redeemed  from  rentals  received  from,  the  MTA. 
The  MTA  is  not  concerned  with  the  rental  rate  as  any  deficit 
it  incurs  is  guaranteed  by  the  state.   The  state  assesses 
these  deficits  upon  the  I4  cities  and  towns. 

The  procedures  are  so  involved  that  expenditure 
requirements  of  the  transit  department  are  not  immediately 
or  directly  reflected  in  the  Boston  tax  rate.   They  are  so 
delayed  and  indirect  that  the  Boston  taxpayer  does  not 
normally  feel  the  same  concern  over  possible  excessive 
transit  expenditures  as  he  does  in  the  case  of  other  de- 
partments.  Taxpayers  of  the  other  13  municipalities  are 
unable  to  exercise  direct  influence  over  tho  department, 
should  they  be  concerned  as  to  the  amount  of  expenditures 
or  the  methods  of  operation.   Irrespective  of  possible 
benefits  to  the  MTA  through  the  refinancing  of  transit 
bonds  which  could  be  done  if  the  state  were  to  take  over 
the  department,  all  concerned  would  be  benefited  if  the 
functions  and  authorities  of  the  transit  department  were 
transferred  from  the  city  to  the  Metropolitan  Transit 
Authority. 
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b.   Organization  and  Staff  of  Fi seal  and  Related 
Units:   Because  of  the  methods  by  which  the  operations  of 
the  department  are  financed,  fiscal  and  related  activities 
engaged  in  by  the  department  are  slightly  different  from 
those  of  other  departments.   The  primary  responsibility 
is  the  allocation  of  expenditures  to  the  various  projects, 
the  computation  of  rental  charges  based  upon  such  expen- 
ditures, and  the  maintenance  of  records  to  show  the  cash 
balance  in  the  various  project  accounts  so  as  to  facilitate 
requisitioning  on  the  treasurer  for  additional  borrowings. 
The  department  places  considerable  emphasis  on  t  he  main-* 
tenance  of  records  to  reflect  the  cost  of  the  various  opera- 
tions in  connection  with  the  East  Boston  extension  project. 
In  addition,  the  department  engages  in  such  activities  as 
employment,  payroll  preparation,  timekeeping,  procurement, 
invoice  auditing,  and  approving  payments  to  contractors. 
This  work  is  accomplished  on  a  decentralized  basis.   Some 
of  the  work  is  handled  by  the  staff  located  at  the  Washings- 
ton  Street  offices,  under  the  direction  of  the  secretary, 
who  reports  direct  to  the  commissioners,  whereas  other 
duties  are  assigned  to  the  East  Boston  office  under  the 
direction  of  a  cost  analyst  and  a  clerk  of  the  works,  who 
are  both  responsible  direct  to  the  construction  engineer 
in  charge  of  the  East  Boston  project.   The  following 
tabulation  shows  the  staff  assigned  to  the  various  sections 
under  the  direction  of  these  three  supervisors: 


Position 


Secretary  (Washington  Street 
offices) 
Telephone  operator 
Messenger 

Clerk-cost  accountant 
(accounting) 

Clerk- stenographer 
Assistant  accountant 
Clerk 

Clerk  (invoice  auditing) 
Assistant  clerk  of  works 

Conveyancer 
Bookkeeper 
Clerk 

Personnel  director 
Clerk 

Clerk-stenographer  (payrolls) 
Assistant  accountant 
Bookkeeper 
Bookkeeper 

Subtotal 


Number  of 
Positions 

Annual  Rate 
of  Pay 

1 
1 
1 

$5,800 

2,900 

.90  an  hour 

1 

I 
1 

1 

3,600 

3,100 

2,800 
2,700 

1 
1 

3,900 
3,300 

1 
1 
1 

U-,700 
2,300 
2,000 

1 

1 

1^,500 

3,800 

)   1 

1 
1 
1 

2,900 

2,800 

2,700 
2,500 

18 
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Position 


Cost  analyst 

Civil  engineer 

Cost  analyst 

Cost  analyst 

Assistant  clerk  of  works 

Transitman 

Assistant  accountant 

Bookkeeper 


Number 

of 

Annual  Rate 

Positic 

>ns 

of  Pay 

1 

$3,$00 

1 

3,800 

1 

3,100 

2 

2,800 

1 

2,800 

1 

2,800 

1 

2,800 

1 

2,600 

Subtotal 


Clerk  of  works 

1 

5,300 

Accountant 

1 

lj-,800 

Cost  analyst 

1 

3,800 

Claim  adjuster 

1 

3,800 

Clerk 

1 

3,000 

Clerk 

1 

2,Jj£>0 

Workmen fs  compensation  agent 

1 

2,800 

Engineer  II 

1 

2,800 

Rodman 

I 

2,500 

Bookkeeper 

1 

2,300 

Foreman  subway  construction 

1 

1.65 

an 

hour 

Bracer 

3 

1.52 

it 

n 

Laborer 

* 
s 

1.15 

tt 

u 

Junior  messenger 

1 

.90 

tt 

u 

Head  timekeeper 

1 

3,300 

Engineer  III 

1 

3,000 

Assistant  truck  dispatcher 

1 

2,800 

Rodman 

k 

2,500 

Rodman 

1 

2,300 

Laborer 

5 

1.15 

an 

hour 

Laborer  (in  charge  of  watchman 

service ) 

l 

1.15 

11 

11 

Engineer  II 

l 

2,800 

Engineer  III 

i 

2,800 

Rodman 

l 

2,700 

Rodman 

i 

2,500 

Bracer 

i 

1.52 

an 

hour 

Pumpman 

i 

1.15 

11 

it 

Laborer 

17 

1,15 

n 

tt 

First  aid  technician 

1 

2,600 

Transitman 

1 

2,600 

First  aid  technician 

2 

2,500 

Laborer 

2 

1.15 

an 

hour 
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Number  of  Annual  Rate 
Position  Positions    of  Pay 


Clerk  of  works  (cont.) 

Foreman  of  subway  construc- 

tion (truck  dispatcher) 

1 

$    2.15  an  hour 

Building  inspector 

1 

3,300 

Engineer  II 

1 

2,800 

Engineer  III 

1 

2,800 

Rodman 

I 

2,300 

Bracer 

1 

1,52  an  hour 

Laborer 

2 

1.15  "   " 

Subtotal  69 

Total  96 

All  of  the  employes  that  report  to  the  three 
supervisors  of  fiscal  and  accounting  activities  are  shown 
in  this  tabulation,  although  some  of  these  employes,  such 
as  truck  dispatchers,  are  not  concerned  with  fiscal 
activities.   The  staffs  used  for  watchman  service  and 
truck  dispatching  are  discussed  elsewhere  in  this  report* 

The  organization  of  the  personnel  engaged  in 
the  fiscal  and  related  activities  is  not  particularly 
satisfactory.   The  limited  attention  which  is  given  to 
such  important  items  as  store skeeping  and  equipment  control 
is  furnished  by  such  a  diverse  number  of  units  that  it  is 
impossible  to  identify  the  staff  involved.   There  is  a 
basic  difference  between  line  agencies  which  furnish  the 
service  for  which  the  department  was  created  and  those 
staff  agencies  which  are  only  concerned  with  providing 
facilities  for  the  operating  or  line  agencies  and  with  the 
exercising  of  various  management  functions.   Under  some 
conditions,  it  is  possible  for  operating  units  to  carry 
on  staff  activities  effectively.   However,  this  requires 
a  closely  coordinated  and  well  integrated  organization 
and  far  more  extensive  managerial  direction  from  the  top 
than  is  now  being  exercised  within  the  transit  department. 
Furthermore,  in  the  case  of  fiscal  activities,  it  is 
impossible  to  establish  the  necessary  control  over  such 
important  items  as  supplies,  equipment,  and  personal  ser- 
vice expenditures  if  the  operating  agencies  are  permitted 
to  handle  these  activities. 

It  is  recommended  that  the  complete  responsibility 
for  all  storeskeeping,  equipment  control,  employment,  time- 
keeping, payroll  preparation,  and  cost  accounting  be  placed 
under  one  individual  and  that  the  personnel  currently  en- 
gaged in  this  work  be  transferred  to  his  organization. 
This  recommendation,  however,  does  not  infer  that  it  would 
be  possible  to  handle  all  of  these  activities  in  the 
Washington  Street  office. 
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The  staff  assigned  to  the  fiscal  activities  under 
the  direction  of  the  secretary  is  excessive*   While  the 
preceding  tabulation  shows  the  organization  undetf  the 
secretary  to  be  divided  into  seven  units,  in  actual  prac- 
tice, only  two  units  are  definitely  distinguishable. 
These  are  the  purchasing  unit,  which  is  actually  engaged 
in  invoice  auditing,  and  the  personnel  unit.   While  a 
few  employes  have  permanent  assignments,  many  of  them  are 
on  a  more  or  less  pool  basis*  During  the  week  ended 
March  22,  l^k9$    there  were  18  employes*  including  the 
secretary,  engaged  in  this  work.   Even  with  a  maximum 
work  load,  a  staff  of  not  more  than  13  should  be  sufficient* 
Such  a  number  should  be  assigned  approximately  as  follows: 
secretary,  one;  accounting*  two;  payrolls,  two;  invoice 
auditing  and  requisitioning,  two;  personnel,  two;  conveyancing^ 
two;  and  telephone  and  messenger  service,  two. 

The  staff  assigned  to  the  cost  analyst  is  far 
too  large.   Even  with  the  complicated  and  time * consuming 
procedures  which  are  now  being  used,  the  number  could  be 
reduced  to  five. 

Nearly  all  of  the  18  clerks  shown  in  the  tabula- 
tion as  working  under  the  clerk  of  works  are  engaged  in  some 
phase  of  payroll  preparation  and  timekeeping  activities. 
There  are  1J  timekeepers  presently  employed  to  check  the 
time  on  approximately  i|00  men  working  during  the  day  and 
approximately  60  working  on  the  evening  shift.   The  time- 
keeping operation  involves  checking  in  the  men  at  the 
beginning  of  the  shift,  checking  them  out  at  the  completion 
of  the  shift  and  making  at  least  two  spot  checks  during  each 
shift  to  determine  that  the  men  are  actually  on  the  job. 
Six  timekeepers  on  the  day  shift  and  one  on  the  evening 
shift  should  be  adequate  to  discharge  this  responsibility. 

It  would  seem  that  time  clocks  could  be  used 
effectively  for  most  of  the  employes  in  the  transit 
department. 

c,   Cost  Records  ?   The  department  maintains 
a  staff  of  nine  employes  for  the  purpose  of  producing  de- 
tailed cost  records  of  the  East  Boston  project.   These 
records  do  not  indicate  accurately  the  cost  of  doing  the 
work  and  there  is  some  question  as  to  the  appropriateness 
of  the  procedures  in  effect  for  producing  these  records. 

The  cost  records  are  in  the  form  of  a  weekly 
report  indicating  the  cost  of  labor,  materials,  equipment, 
services,  and,  in  a  few  cases,  unit  cost  figures  for 
some  36  separate  activities.   The  basic  defect  of  the 
report  is  that  several  of  the  so-called  "activities"  are 
not  actually  activities.   Among  these  are  such  items  as 
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hard  pine  on  hand,  spruce  on  hand,  and  waterproofing 
on  hand.   Also,  many  of  the  activities  listed  are  overhead 
items  and  their  expense  should  be  prorated  against  the  cost 
of  the  various  phases  of  the  job.   Among  these  are  included 
such  items  as  "supervision,  other  materials  and  tools, 
power,  South  Boston  yard,"   When  such  costs  as  these  are 
not  prorated,  they  completely  distort  the  unit  cost  figures 
of  such  an  activity  as  "deep  excavation."   The  report  makes 
no  attempt  to  show  the  engineering  costs  of  the  various 
projects.   It  would  seem  that  in  any  enterprise  of  this 
type  the  exact  engineering  cost  would  be  of  primary  concern. 
The  cost  of  equipment  is  charged  against  the  activity  for 
which  it  was  originally  purchased.   No  attempt  is  made  to 
prorate  the  cost  on  a  rental  or  any  other  basis  if  such 
equipment  is  transferred  to  another  activity.   These  are 
only  a  few  of  the  many  defects  which  are  inherent  in  the 
present  cost  records,  A  complete  revision  of  the  cost 
records  is  needed.   Such  records  should  be  designed  so 
that  they  produce  the  exact  and  complete  cost  of  only  those 
activities  which  the  management  and  the  administration  deem 
appropriate. 

The  procedures  for  developing  cost  records  are 
totally  inadequate.   The  cost  section  has  one  employe 
working  in  the  field  who  is  responsible  for  making  a  record 
of  all  equipment,  tools,  and  materials  received.   Supplies 
are  costed  in  much  the  same  manner.   This  employe  also 
spots  materials  and  supplies  being  distributed  to  the  various 
jobs  and  reports  such  transfers.   The  completeness  of  his 
reports  is  dependent  upon  his  ability  to  be  at  the  right 
place  at  the  right  time.   Such  an  arrangement  is  not  an 
effective  way  to  obtain  accurate  cost  information,  and  it 
makes  for  ineffective  use  of  the  time  of  several  employes. 
Cost  information  on  materials,  supplies,  and  equipment 
should  be  obtained  from  requisitions  and  charge-out  slips. 
There  should  be  no  need  for  any  of  the  personnel  of  the 
cost  section  to  engage  in  field  work  as  all  necessary  infor- 
mation should  come  from  the  field  records. 

The  personal  service  charges  against  the  various 
activities  are  determined  from  the  payroll,  except  for  those 
workers  working  on  "deep  excavation."   The  chief  cost 
analyst  claims  to  know  where  and  on  what  project  the  various 
employes  work.   Employes  on  occasion  are  transferred  among 
the  foremen  and  between  projects,  and  the  information  re- 
garding these  transfers  is  made  available  to  the  chief 
cost  analyst  through  occasional  contacts  with  the  foremen 
and  through  the  information  supplied  to  him  by  an  employe 
of  the  section  who  is  assigned  to  obtain  this  specific 
information  in  the  field.   After  all  known  payroll  charges 
have  been  allocated  to  the  various  activities,  the  total 
charged  is  subtracted  from  the  total  payroll  costs  and  the 
balance  is  charged  against  "deep  excavation."   This  is  an 
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inaccurate  and  expensive  method  of  obtaining  the  personal 
service  costs  of  the  various  activities.   If  the  time 
reports  of  the  various  foremen  were  prepared  accurately, 
they  would  provide  adequate  information  for  posting  the 
personal  service  charges  to  the  various  activities. 

It  is  recommended  that  the  cost  section  eliminate 
the  field  position  and  use  the  foremen* s  time  reports  to 
distribute  the  personal  service  costs. 

d.   Timekeeping  and  Payroll  Preparation:   The 
payrolls  are  prepared  byTwo  separate  organization  units. 
One  is  under  the  construction  engineer  in  charge  of  the 
East  Boston  project,  whereas  the  other  is  under  the 
direction  of  the  secretary  and  is  located  in  the  Washington 
Street  office.   The  East  Boston  payroll  section  receives 
the  time  reports  and  prepares  the  payrolls  covering  nearly 
all  of  the  employes  in  the  labor  classification  who  are 
working  on  the  East  Boston  project.   The  Washington  Street 
payroll  section  prepares  the  payrolls  covering  all  other 
employes  of  the  department,  which  includes  the  engineering, 
administrative,  and  clerical  personnel  assigned  to  East 
Boston;  the  various  survey  parties;  the  engineers,  admini- 
strative, and  clerical  personnel  assigned  to  the  Washington 
Street  office;  and  those  employes  assigned  to  the  South 
Boston  yard.   Time  reports  are  received  for  only  those 
engineers  assigned  to  the  Washington  Street  office  and 
the  employes  assigned  to  the  South  Boston  yard.  All 
payrolls  should  be  supported  by  a  positive  time  report  on 
each  individual  emplo7/e.   It  is  also  recommended  that  all 
supervisors  be  required  to  prepare  positive  time  reports 
on  each  employe  under  their  jurisdiction.   One  of  the 
"engineering"  payrolls,  for  example,  includes  employes 
working  on  East  Boston  engineering,  East  Boston  labor 
force,  Boston  office  engineering,  design  engineering,  and 
three  employes  who  were  assigned  to  work  in  the  street 
laying-out  department. 

The  keeping  of  time  on  the  East  Boston  project 
is  consistent  with  normal  practices  on  construction  jobs. 
Employes  pick  up  their  brass  checks  at  the  beginning  of 
the  work  day  and  leave  them  on  the  board  at  the  end  of 
the  day.   The  men  are  also  checked  on  the  job  by  time- 
keepers.  The  interval  of  time  that  the  brass  check  is  re- 
moved from  the  board  is  used  to  complete  the  time  sheets. 
Discipline  is  not  strong,  however,  and  a  tardiness  of  a 
half -hour  would  not  necessarily  offset  the  time  shown  on 
the  time  sheet,,   Also,  employes  are  permitted  to  turn  in 
their  brass  a  few  minutes  before  the  end  of  the  work  day. 

Foremen  are  not  checked  in  or  out,  nor  do  the  time- 
keepers report  the  time  of  foremen.   Timekeeping  should  be 
extended  to  include  all  employes. 
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Time  is  anticipated  to  get  the  checks  out  on 
schedule  and  adjustments  are  then  made  in  the  next  payroll. 
The  whole  question  of  timekeeping  is  discussed  more  fully 
in  another  report  in  this  series. 

e.   Expenditure  Controls;   The  only  control  which 
is  exercised  over  the  expenditures  of  the  department  is 
the  audit  by  the  auditing  department  to  ascertain  that 
all  expenditures  were  legally  made  and  that  there  is 
cash  available  for  payment  and  the  control  exercised  by 
the  treasurer  in  seeing  that  the  cash  made  available  for 
expenditures  does  not  exceed  the  amount  authorized  by  the 
general  court. 

The  spending  of  such  large  sums  of  money  as  are 
disbursed  by  the  transit  department  should  be  subject  to 
some  sort  of  financial  planning.   Otherwise,  it  is  im- 
possible to  properly  schedule  operations  or  effectively 
control  the  rate  or  basis  of  the  expenditures.   Such  con- 
trol can  best  be  effected  by  the  use  of  a  budget.   The  fact 
that  the  general  court  originally  authorized  the  e;xp  enditures 
does  not  constitute  a  valid  reason  for  excluding  the 
expenditures  of  the  department  from  the  budgetary  processes. 
It  is,  therefore,  recommended  that  the  monies  spent  by 
the  transit  department  be  made  available  by  appropriation 
on  a  yearly  basis  to  meet  a  planned  work  program  in  the 
same  manner  that  other  expenditures  of  the  city  are 
controlled. 

7.   Engineering  Units 

a.   General:   Employes  with  engineering  class 
titles  are  scattered  throughout  the  organization  of  the 
transit  department.   Positions  of  non-engineering  classifica- 
tions are  used  in  connection  with  engineering  and  survey 
work.. 

In  general,  the  engineering  work  of  the  transit 
department  is  handled  by  three  separate  organization  units; 
survey  parties  in  Boston  proper,  survey  parties  on  the 
East  Boston  project,  and  design  engineering.   The  number 
of  employes  assigned  to  each  of  these  phases  of  engineering 
work  was  reported  as  follows; 

Number  of 
Type  of  Work Employes 

Survey  parties  in  Boston  proper  55 
Survey  parties  on  East  Boston 

project  38 

Engineering  design  and  drafting  52 

Total 
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As  of  May  2,  I9I4.9  It  was  reported  that  10 
engineers  of  Grade  I  and  Grade  II  classifications  had 
been  laid  off  and  that  many  more  would,  be  laid  off  by 
May  10,   Most  of  these  engineers  are  doing  instrument  and 
rod  work  and  are  no  longer  needed. 

b.   Survey  Parties  in  Boston  Proper;  The  assistant 
chief  engineer  is  in  direct  charge "of  aIT~survey  work  in 
Boston  proper.,   As  of  the  week  ending  March  22,  X9h%.   there 
were  5I1  employes  assigned  to  this  type  of  work,  most  of 
whom  were  members  of  the  survey  parties.   A  civil  engineer, 
Grade  V,  works  under  the  immediate  supervision  of  the 
assistant  chief  engineer  supervising  the  work  of  five 
field  parties* 

Most  of  the  survey  parties  are  staffed  with 
from  7  to  10  employes.   It  would  appear  that  the  size  of 
the  parties  was  too  large  and  that  they  could  be  reduced 
to  an  average  of  either  I4.  or  5  members  for  a  survey  party. 

It  is  also  noted  that  position  titles  vary 
widely  and  do  not  reflect  the  duties  of  the  positions* 

Three  employes  are  assigned  full  time  to  looking 
up  records  and  handling  conveyancing  of  properties*   It 
is  recommended  that  such  work  be  referred  to  the  city 
agency  generally  responsible  for  handling  conveyancing 
matters. 

The  organization  and  staff  of  the  engineering 
survey  parties  assigned  to  Boston  proper  was  approximately 
as  follows: 


Number  of 

Annual  Rate 

Position 

Pos 

it  ions 
1 

of  Pay 
$6,700 

Asst.  chief  engineer 

Civil  engineer  V  ( survey 

parties ) 

1 

1^,800 

Engineer  Ii  (timekeeper) 

1 

3,300 

Asst.  engineer  III 

1 

3,300 

Asst.  engineer  III 

1 

2,800 

Engineer  II 

1 

2,800 

Rodman 

1 

2,800 

Rodman 

1 

2,500 

Transitman 

1 

2,800 

Draftsman 

I 

2,500 

Transitman 

1 

2,800 

Construction  foreman 

1 

3,1*00 

Engineer  II 

1 

2,800 

Engineer  I 

1 

2,500 

Transitman 

1 

2,800 

Transitman 

1 

2,500 

Rodman 

1 

2,500 

Laborer 

1 

1.15 

an  hour 
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Position 


Asst.  engineer  III  (cont, ) 

■ 

Engineer  IV 

Construction  foreman 
Engineer  II 
Transitman 
Rodman 


Civil  engineer 
Draftsman 
Engineer  I 


IV 


Asst,  engineer  IV 
Asst.  engineer 
Engineer  III 
Engineer  II 
Asst,  interviewer 
Rodman  . 
Rodman 
Transitman 

Construction  foreman 
Engineer  III 
Engineer  III 
Engineer  III 
Engineer  II 
Transitman 
Rodman 

Foreman  subway  construction 
Foreman  subway  construc- 
tion 
Engineer  IV 
Engineer  IV 
Engineer  III 
Asst.  cost  analyst 
Transitman 
Rodman 

Total 


Number  of 

Annual  Rate 

Positions 

of  Pay 

1 

$3,800 

1 

5,  too 

1 

2,800 

I 

2,800 

2,500 

1 

3,800 

1 

2,800 

1 

2,500 

1 

3,800 

1 

3,300 

1 

3,000 

2 

2,800 

1 

2,800 

1 

2,600 

1 

2,500 

1 

2,500 

1 

3,600 

1 

3,500 

X 

3,300 

1 

3,100 

1 

2,500 

1 

2,800 

1 

2,500 

1 

1 
1 

1 
1 

2 
2 
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i|,86o 

2«15   an  hour 
3,800 

3,600 

2,900 
3,300 
2,800 
2,500 


c.   Engineering  Design;   The  Boston  transit 
department  maintains  a  small  staff,  estimated  at  six,  as  a 
nucleus  for  building  up  a  staff  for  special  projects. 
From  this  small  number,  the  staff  has  been  increased  to 
52  during  the  past  few  years.   The  organization  for  design 
engineering  was  approximately  as  follows: 
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Number  of 

Annual  Rate 

PQJ 

si  tion 

Pos: 

itions 
1 

of  Pay 

Design  engineer 

$6,300 

Electrical  engineer  VI 

1 

6,300 

Engineer 

V 

1 

5,600 

Engineer 

V 

1 

5*i°° 

t,  800 

Engineer 

V 

k 

Engineer 

IV 

1 

k,6oo 

Engineer 

IV 

1 

L.,500 

Engineer 

IV 

2 

k,300 

Engine  er 

IV 

2 

h-,150 

Engineer 

IV 

1 

ii.,000 

Engineer 

IV 

1 

3,950 

Engineer 

IV 

1 

3,800 

Engineer 

IV 

1 

3,600 

Engineer 

III 

5 

3,600 

Engineer 

III 

l 

3,500 

Engineer 

III 

3 

3,300 

Engineer 

III 

1 

3,100 

Engineer 

III 

2 

3,000 

Engineer 

III 

1 

2,700 

Engineer 

11 

2 

2,800 

Engineer 

I 

1 

2,600 

Transitman 

1 

2 ,  800 

Rodman 

1 

2,600 

Draftsman 

1 

3,700 

Draftsman 

1 

1,15  an  hour 

Civil  enj 

gineer  V 

( Saturday- 

-Sunday) 

6 

2.55  "   »■ 

Stenogra] 

pher 

1 

3,000 

Bookkeeper 

1 

2,500 

Clerk' 

-stenographer 

1 

1,900 

Head  blueprinter 

1 

3,200 

Asst. 

blueprinter 

2 

3,000 

Asst  1 

blueprinter 

1 

1,650 

Rodman 

1 

2,500 

Total 


52 


There  is  a  sufficient  backlog  of  work  to  keep  the 
present  staff  of  design  engineers  busy  for  many  months© 
However,  there  is  some  doubt  in  the  minds  of  the  authors 
of  this  report  that  a  competent  group  of  engineers  can 
be  recruited  to  do  work  of  this  kind  for  periods  of 
short  duration.   It  would  seem  that  large  projects  such  as 
East  Boston  should  be  let  out  on  contract  to  consulting 
engineers  who  have  a  continuing  staff  of  engineers  available 
for  such  work. 


The  department  at  present  employs  six  engineers 
on  a  part-time  basis  for  16  hours  on  Saturday  and  Sunday. 
The  supervision  and  coordination  of  the  work  accomplished 
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by  this  group  with  the  work  of  regular  staff  members  is 
extremely  difficult  under  such  an  arrangement.   The  head 
of  the  division  spends  a  few  hours  each  day  supervising 
the  work  of  these  employes  and  takes  off  some  time  during 
the  week  to  offset  the  overtime  neededf   It  is  recommended 
that  the  present  practice  be  discontinued.   The  supervisor 
should  not  be  required  to  spend  a  part  of  each  Saturday 
and  Sunday  at  the  office  on  a  continuing  basis*   Supervision 
of  his  regular  staff  is  certain  to  suffer  by  his  absence 
during  the  hours  of  work  of  regular  employes.   This  is 
particularly  true  because  practically  all  of  the  employes 
report  direct  to  the  head  of  the  unit  and  many  of  them  need 
more  than  incidental  supervision* 

The  organization  of  the  design  unit  should  be 
functional! zed  so  as  to  further  reduce  the  amount  of  time 
needed  by  the  head  of  the  unit  in  supervising  each  employe. 
Detail  supervision  at  the  lower  level  should  make  for  better 
performance  in  the  form  of  quicker  decisions,  better  coordina* 
tion  of  the  staff  capabilities,  and  higher  quality  of  design 
work* 

It  is  common  practice  for  the  design  division  to 
complete  the  detail  plans  for  a  construction  project  before 
the  construction  is  approved  and  the  funds  are  provided 
for  the  wcrk.   It  would  be  better  if  a  plan  were  worked 
out  so  that  the  ultimate  completion  of  the  project  could 
be  assured  before  the  detail  design  is  started. 

Ihe  department  does  not  keep  records  of  • 
engineering  costs  of  projects  as  compared  with  construction 
costs  so  as  to  exercise  some  measure  of  control  over  design 
work..  The  costs  of  preparing  plans  and  specifications 
for  construction  work  have  been  determined  with  reasonable 
uniformity  by  private  consultants  depending  upon  the  size 
and  type  of  the  project*   The  department  should  exercise 
more  control  over  design  costs  to  make  certain  that  such 
costs  are  in  line  with  consulting  fees.   It  is  reported 
by  those  responsible  for  such  work  that  their  costs  are 
lower  than  normal  fees  charged  by  consultants  but  there  are 
no  records  to  support  this  belief « 

d..  East  Boston  Survey  Parties;   The  three  survey 
parties  assigned  to  East  Bos  ton  construction  work  are 
responsible  direct  to  the  construction  engineer  in  charge  of 
the  entire  East  Boston  project.   The  size  of  the  parties 
varies  widely  from  7  to  19  employes.   Under  normal  conditions 
only  four  employes  can  be  used  effectively  in  a  survey 
party.   Due  to  the  deep  excavation  and  difficulties  of  making 
layout  surveys  on  this  kind  of  work,  it  is  believed  that  as 
many  as  five  or  six  may  be  used  effectively.. 


I  "  M'**: 
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In  consideration  of  the  engineering  requirements 
of  the  project  at  the  time  of  making  the  study  on  which 
this  report  %s   based,  not  more  than  two  survey  parties 
were  needed* 

As  of  March  22,  19^9,  tne  staff  assigned  to  survey 
work  on  the  East  Boston  project  was  as  shown  in  the  tabula- 
tion that  follows: 

Position 

Construction  engineer 

Engines?  Ill  (survey  party) 
TTansitman 
Transitman 
Rodman 
Rodman 
Rodman 

Foreman  subway  construction 
Foreman  subway  construction 
Construction  foreman 

Engineer  II( survey  party) 
Engineer  III 
Engineer  III 
Engineer  I 
Transitman 
Rodman 
Rodman 
Laborer 

Engineer  IV  (survey  party) 
Rodman 
Rodman 

Total 

As  in  the  case  of  other  survey  parties,  it  is 
noted  that  many  of  the  classes,  such  as  construction  foreman, 
are  not  generally  used  for  this  kind  of  work, 

8.   East  Boston  Project 

a.   Organization  and  Staff;   As  of  the  week 
ended  March  d'd,    I9ft9  tne  organization  and  staffing  pattern 
for  the  East  Boston  construction  project  were  approximately 
as  follows; 


Number   of 

Annual  Rate 

Posit  ions 

of  Pay 

1 

.   $3,800 

2 

2,800 

1 

2,500 

1 

2,700 

2 

2,500 

1 

2,500 

3, U32 

»n     2 

»n     1 

2,800 

1 

3,102 

1 

3,800 

2 

3,300 

1 

2,300 

1 

2,500 

2,800 

1 

10 

2,500 

2 

2,  $00 

1 

2,392 

1 

3,800 

5 

2,500 

1 

2,$00 

38 

■  i  V ■  ■ 


'»     -i-  »  -.i 
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Number  of 

-  Rate 

Position              Po£ 

sitions 
1 

of  Pay 

Construction  engineer 

$6,300 

Constable 

1 

2,500 

Safety  engineer 

1 

2,800 

Rodman 

1 

2,500 

Foreman  subway  construction 

1 

4,860 

Construction  foreman 

1 

1.65 

an 

hour 

Lumber  inspector 

1 

3,300 

Foreman  subway  construction 

1 

5 ,  IjJDO 

Foreman  subway  construction 

(concrete  inspector) 

1 

1.65 

an 

hour 

Construction  foreman  (utility 

foreman) 

1 

3,100 

Construction  foreman  (utility 

foreman) 

1 

1.65 

an 

hour 

Laborer  (toolkeeper) 

1 

52.2)4 

a.  week 

Laborer 

1 

1.15 

an 

hour 

Construction  foreman  (lumber 

yards) 

1 

1.65 

an 

hour 

Construction  foreman  (lumber 

yards) 

1 

3,100 

Rodman 

1 

2,6oo 

Bracer 

1 

1.52 

an 

hour 

Laborer 

12 

I.15 

u 

ti 

Foreman  subway  construction 

(material  distribution) 

1 

2.15 

a 

n 

Engineer  II 

1 

2,700 

Laborer 

8 

1,15 

11 

M 

Bookkeeper  (material  checker) 

1 

2,700 

Stenographer 

1 

2,800 

Material  inspector 

1 

3,000 

Foreman  subway  construction 

(concrete  pouring) 

1 

1.65 

an 

hour 

Laborer 

9 

1.15 

11 

it 

Hoisting  engineer  (mechanics) 

1 

1.96 

Hoisting  engineer 

8 

1.96 

Crane  operator 

k 

1.96 

Pipefitter 

1 

1.80 

Pipefitter 

2 

1.52 

Bulldozer  operator 

1 

1.81 

Pumpman 

1 

1.52 

Construction  foreman 


I.65 
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Position 


Laborer 

Compressor  operator 

Compressor  operator 

Equipment  inspector: 

Rodman 

Engineer  III 

Carpenter 
Carpenter 
Carpenter 
Sawfiler 
Rodman 


Brae  i 


orer 

Ironworker  foreman 
Ironworker 
Laborer 


Waterproof er 
Roofer 
Bracer 
Laborer 


Foreman  subway 
Laborer 
Bracer 


foreman 


construction 


Foreman  subway  construction 
Rodman 
Laborer 

Foreman  subway  construction 
Construction  foreman 
Bracer 
Laborer 

Foreman  subway  construction 
Foreman  subway  construction 
Construction  foreman 
Rodman 
Bracer 
Laborer 

Foreman  subway  construction 
Bracer 
Laborer 

Foreman  subway  construction 
Laborer 


Number   of 

.       E 

[ate 

Positions 

of  Pay 

19 

$ 

1.15    an 

hour 

1 

3, 

1*00 

1 

7. 
St 

100 

1 

3, 

300 

2 

2, 

500 

1 

3, 

100 

1 

2.15   an 

hour 

1 

2.15      " 

it 

22 

1.69      " 

1! 

1 

1.69      " 

II 

2 

2, 

,500 

2 

1.52  an 
I.I5      " 

hour 

20 

t! 

1 

2,15    " 

tt 

5 

1.80  " 

1t 

8 

1.15  " 

w 

1 

2,15  " 

tt 

7 

1.80  » 

tt 

l 

1.52  M 

tt 

3 

1.15  ,! 

tt 

l 

2.15  « 

it 

19 

1.15  " 

it 

7 

1.52  " 

tt 

1 

2.15  " 

tt 

1 

2, 

,500 

37 

1.15  " 

tt 

l 

1.65  " 

tt 

l 

1.75  " 

tt 

3 

1.52  " 

tt 

18 

1.15  " 

tt 

1 

2.15  " 

tt 

on     1 

2.15  " 

tt 

1 

1.65  " 

tt 

1 

2, 

500- 

12 

1.52  " 

tt 

22 

1.15  " 

tt 

1 

2.15  " 

tt 

7 

1.52  " 

it 

5 

1.15  " 

tt 

l 

1.65  " 

tt 

7 

1,15  " 

tt 
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Number   of 

R 

ate 

Position 

POE 

;itions 
1 

of 

Fay 

an 

Construction  foreman 

* 

1.65 

hour 

Bracer 

8 

1.52 

11 

it 

Laborer 

30 

1.15 

11 

tt 

Foreman  subway 

construction 

l 

2.15 

tl 

11 

Bracer 

6 

1.52 

II 

it 

Laborer 

18 

1.15 

II 

it 

Foreman    subway- 

construction 

1 

2.15 

Tl 

tt 

Bracer 

5 

1.52 

II 

it 

Laborer 

1 

1.15 

II 

1! 

Foreman   subway 

construction 

(night   superintendent) 

1 

2,15 

II 

tt 

Clerk 

l 

5, 

200 

Rodman 

1 

2, 

500 

Construction  foreman 

1 

1.75 

It 

tt 

Bracer 

5 

1.52 

It 

tt 

Laborer 

27 

1.15 

11 

tt 

Foreman   subway  construction 

l 

2.15 

II 

tt 

Bracer 

7 

1.52 

:i 

tt 

Foreman   subway   construct: 

ion 

1 

¥ 

I.65 

11 

It 

Laborer 

18 

1.15 

n 

It 

Total 


Wl 


The  org 
does  not  include 
working  under  his 
of  the  works  and 
his  supervision, 
responsible  direc 
work  of  these  uni 
this  report  deali 


anization  as  shown  in  this  tabulation 
the  cost  analyst  and  the  eight  employes 

supervision,  nor  does  it  show  the  clerk 
the  77  employes  that  were  working  under 

Both  of  these  supervisor y  employes  are 
t  to  the  construction  engineer  and  the 
ts  is  discussed  in  another  section  of 
ng  with  financial  administration. 


The  principal  weakness  of  the  organization  of 
the  East  Boston  project  is  in  the  large  number  of  employes 
that  report  direct  to  the  foreman  of  subway  construction 
which  is  discussed  elsewhere  in  this  report.   Another  weak- 
ness is  the  lack  of  a  definite  understanding  as  to  the 
responsibility  of  supervisors  for  the  contract  work  on  the 
East  Boston  project. 

It  was  apparent  throughout  the  study  of  the 
East  Boston  project  that  the  several  supervisors  were 
not  consulted  as  to  staff  needs.   The  engineer  in  charge 
of  the  project  was  not  informed  as  to  the  thinking  and 
actions  contemplated  on  changes  in  staff.   It  is  recommended 
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that  each  supervisor  be  kept  constantly  on  the  alert  as 
to  his  staff  needs,  both  as  to  number  and  class  of  positions, 
and  that  his  opinions  be  considered  in  determining  future 
staff  requirements.   It  should  be  the  responsibility  of 
the  construction  engineer  to  requisition  employes  as  he 
needs  them  and  he  should  also  be  held  responsible  for 
releasing  employes  who  are  no  longer  needed* 

A  reasonably  large  part  of  the  construction 
work  is  of  a  production  nature  where  certain  production 
controls  are  desirable.   For  example,  a  large  number  of 
employes  work  in  groups  in  excavating  materials  and  loading 
buckets  which  are  lifted  by  crane  to  the  surface  and 
unloaded  into  dump  trucks.   However,  no  information  was 
available  as  to  the  amount  of  work  that  was  being  performed 
by  each  crew.   It  would  be  a  simple  matter  to  determine 
the  quantity  of  excavation  hauled  away  and  calculate 
the  cubic  yards  of  earth  excavated  per  employe  for  each 
crew.   Direct  supervision  is  next  to  impossible  consider- 
ing the  fact  that  approximately  50  employes  work  in  each 
of  these  excavation  areas  and  are  below  surface  where  they 
cannot  be  observed.   Once  standards  of  performance  are 
determined  by  careful  supervision,  it  would  not  be  diffi- 
cult to  evaluate  the  performance  of  crews  on  a  day-to-day 
basis  without  actually  seeing  the  several  groups  of 
employes  personally, 

A  small  tool  maintenance  shop  is  set  up  on  the 
East  Boston  project  to  make  repairs  to  pumps,  compressors, 
and  other  tools.   It  was  noted  that  this  shop  was  making 
major  repairs  to  equipment  identical  to  that  being  repaired 
in  the  South  Boston  yard.   As  the  South  Boston  yard  is 
organized  to  handle  tool  and  equipment  maintenance,  all 
such  work  should  be  handled  at  this  yard  and  the  shop 
located  on  the  East  Boston  project  should  be  discontinued. 

It  was  also  observed  that  no  record  is  maintained 
as  to  charge-outs  of  machinery  and  tools  of  considerable 
value.   Everything  was  3  eft  to  the  memory  of  the  toolkeeper. 
Neither  were  there  any  records  on  the  job  as  to  the  tools 
on  hand.   It  is  recommended  that  a  simple  record  be  estab- 
lished and  tools  of  value  charged  out  to  the  employes 
receiving  them.   It  was  stated  that  the  loss  of  shovels 
was  so  high  that  it  would  be  useless  to  attempt  to  keep 
records. 

During  the  normal  construction  of  the  facilities 
on  the  East  Boston  project  a  considerable  amount  of  damage 
is  done  to  other  municipal  facilities  such  as  water  mains, 
sewers,  and  pavements.   The  transit  department  has  adopted 
the  policy  of  making  such  repairs  and  replacements  as  are 
necessary.   It  is  recommended  that  such  work  be  turned 
over  to  the  regular  city  forces  who  are  normally  respon- 
sible for  each  type  of  work  as  they  should  be  able  to  do 
a  better  job  and  at  less  cost. 
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It  is  believed  that  certain  staff  reductions 
can  be  made  without  any  loss  in  work  performance.   The 
"concrete"  crew  normally  consists  of  nine  employes  where 
five  should  be  adequate.   The  12-rman  crew  assigned  to 
waterproofing  could  be  reduced  to  six  if  the  work  was  properly 
scheduled  and  organized.   At  least  5  of  the  2k   employes 
assigned  to  watchman  service  are  not  needed.   In  fact,  if 
proper  methods  of  construction  were  used  and  the  job  was 
well  organized  and  managed,  using  employes  who  were  qualified 
to  do  work  normal  to  their  classifications,  the  staff  as- 
signed to  East  Boston  could  be  reduced  by  50  percent, 

b.  Construction  Methods;   There  is  a  wide  variar- 
tion  between  the  excavation  methods  used  by  the  contractor 
and  those  used  by  the  transit  department.   In  general, 

the  contractor  uses  wide  bracing  and  power  equipment  to 
remove  excavation.   In  contrast,  the  transit  department  uses 
close  bracing  and  relies  on  the  hand-filling  of  small  buckets 
which  are  removed  by  crane.   This  method  used  by  the  transit 
department  is  much  more  costly  and  is  justified  principally 
on  the  basis  of  safety.   However,  the  transit  department 
is  also  responsible  for  the  contract  work  and  keeps  engineers 
on  the  job  continuously  for  inspecting  work  performance  and 
matters  of  safety.   It  would  appear  that  the  same  standards 
of  safety  should  apply  to  both  contract  and  day  labor  work. 
It  is  evident  that  the  city  could  save  considerable  by 
greater  utilization  of  power  excavating  equipment. 

It  was  noted  by  the  authors  of  this  report  that 
the  finished  concrete  was  not  as  smooth  as  is  desired  in 
this  kind  of  work.   There  was  some  honey-combing  and 
strong  evidence  of  form  boards  showing,  which  is  in  contrast 
with  the  concrete  work  nearby  and  recently  completed  by 
the  state  department  of  public  works.   Flyv/ood  forms  were 
used  on  the  state  job,  whereas  the  city  transit  department 
used  regular  lumber  for  the  stated  reason  that  the  form 
lumber  was  purchased  very  early  on  the  job.   It  is  recom- 
mended that  further  study  be  given  to  the  economies  and 
better  workmanship  that  may  be  possible  with  the  use  of 
plywood,  or  some  similar  material,  for  forms, 

c.  Truck  Rental  and  Dispatching:   Trucks  are 
rented  by  the  transit  department  'at  a  standard  rate  of 
iJlj-.RO  an  hour.   This  minimum  rate  was  established  in 
Section  6  of  Chapter  159B  of  the  general  laws  which 
prescribes  minimum  rates  that  may  be  bid  for  trucks  capable 
of  carrying  over  16,000  pounds.   Thus,  there  Is  no  competi- 
tion in  the  bidding  for  trucking  service.   The  contract 
also  provides  that  in  case  a  truck  is  not  used  but  is 
delivered  to  the  site,  that  a  minimum  of  four  hours  of 
rental  shall  be  allowed. 

There  is  an  average  of  11  trucks  used  for  6 
days  a  week  and  k   for  5  nights.   In  general,  the  trucks 
are  used  8  hours  on  the  day  shift  and  7  hours  on  the 
night  shift.   One  of  the  11  trucks  is  used  for  transporting 
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lumber  and  other  materials  and  the  other  10  are  dump  trucks 
used  to  remove  excavated  materials. 

There  are  eight  employes  assigned  to  dispatching 
trucks,  of  whom  two  are  used  on  the  night  shift.   As  these 
employes  report  to  the  clerk  of  the  works,  the  positions 
and  pay  rates  are  shown  in  that  section  of  the  report 
dealing  with  the  staff  working  for  the  clerk  of  the  works. 
It  would  seem  that  one  dispatcher  could  handle  the  day 
shift  and  the  supervisors  could  handle  the  small  amount 
of  dispatching  required  during  the  night  shift.   The  crane 
operators  and  the  dump  supervisors  could  make  out  reports 
showing  time  of  leaving  and  account  for  the  movement  of 
all  dump  trucks.   The  present  staff  provides  6  dispatchers 
for  11  trucks  or  approximately  one  dispatcher  for  every  two 
trucks.   Seven  of  the  positions  for  dispatching  should  be 
abolished. 


It  is  noted  that  the  positions  assigned  to  truck 
dispatching  carry  the  titles  of  foreman,  engineer,  rodman, 
bracer,  and  laborer  showing  a  seriously  defective  position 
classification  plan. 


9.   South  Boston  Yard 

As  of  the  week  ended  March  22,  19^4-9  the  transit 
department  had  78  employes  assigned  to  the  South  Boston 
yard  as  follows : 


Position 


Engineer  V 

Steel  inspector 

Junior  engineer  III 

Engineer  II 

Transitman 

Rodman 

Rodman  (laborer) 

Engineer  I 

Working  foreman  ironworker 

Working  foreman  CMT 

Foreman 

foreman  chauffeur 
subway  construction 


Working 

Foreman 

Foreman 

Working  foreman  chauffeur 

Auto  mechanic 

Working  foreman  machinist 

Ironworker 

Blacksmith 


Number 

of 

Rate 

Positions 

of  Pay 

1 

$6,300 

1 

3,800 

1 

2,900 

1 

2,800 

1 

2,800 

1 

2,600 

k 

2,500 

1 

2,500 

1 

2.15 

an  hour 

1 

2.15 

11     M 

1 

?-15 

M     tt 

1 

[^,$00 

1 

lj.,860 

1 

1.67 

II     It 

1 

60.74 

a  week 

1 

5,800 

1 

2.15 

an  hour 

9 

1.80 

1!      It 

2 

1.80 

M      II 
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position 


Working  foreman  machinist  (cont) 
Pipe  layer 
Machine  repairman 
Carpenter 
Cement  finisher 
Waterproof er 
Bracer 
Laborer 

First  aid  technician 
Clerk- stenographer 

Assistant  clerk  of  works 

Bookkeeper 


Number 

of 

Rate 

Positi< 

:>ns 

of 

Pay 

3 

1.80 

an  hour 

l 

1.80 

M      t! 

2 

1.69 

M      It 

2 

1,65 

tt     It 

1$ 

l.lj-7 

it    tt 

5 

1.52 

tt     It 

17 

1.15 

tt    ti 

l 

3, 

000 

1 

3, 

100 

1 

2, 

800 

1 

2, 

600 

Total 


78 


The  South  Boston  yard  is  located  just  off 
C  Street  between  Anchor  and  Cypher  Streets,   In  general, 
the  property  consists  of  a  "steel  shop"  used  for  fabricating 
and  repairing  steel  work;  a  new  compressor  shed;  a  shed  for 
the  storage  of  reinforcing  rods  and  miscellaneous  materials; 
a  combination  storage,  machine  shop,  and  carpenter  shed; 
two  small  garages,  one  of  which  is  new  and  is  used  for  the 
repair  of  automotive  equipment;  a  template  room  where  wood 
templates  are  made;  a  shed  for  the  storage  of  small  materials 
and  tools  and  in  which  office  work  is  conducted;  and 
another  shed  used  principally  for  the  storage  and  repair 
of  jackhammers  and  other  compressed  air  equipment.   Except 
for  the  new  garage  building  and  compressor  shed,  all  of 
these  sheds  are  old  and  dilapidated  and  poorly  arranged. 

There  is  considerable  yard  space  used  for  storage 
of  equipment  and  large  steel  girders.   A  rail  siding  is 
available  on  one  side  of  the  property. 

The  arrangement  of  the  buildings  makes  supervision 
over  the  many  operations  virtually  impossible.   The  employes 
assigned  to  the  South  Boston  yard  are  scattered  among  the 
several  sheds  and  in  the  yard.   At  the  times  the  authors 
of  this  report  visited  the  yard,  many  of  the  employes  were 
engaged  in  cleaning  parts  of  a  large  piece  of  equipment 
that  was  being  disassembled  and  reconditioned. 

The  assignment  of  work  to  employes  was  reported 
to  be  about  as  follows: 
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Number  of 

Type  of  Work 

Positions 

Engineer  in  charge 

1 

Clerical 

3 

Laborers 

21 

Steelworkers 

11 

Carpenters 

3 

Mechanics 

6 

Chauffeurs 

5 

Grouting  crew 

8 

Watchmen 

5 

First  aid  man 

1 

Steel  inspector 

l 

Cement  finisher 

2 

Engineering 

5 

Timekeeper 

l 

Total 

73- 

Most  of  the  employes  are  on  a  1+0 -hour  work  week* 

No  watchmen  are  shown  by  that  classification 
as  positions  of  other  classifications  are  used  as  watchmen. 

A  grouting  crew,  consisting  of  about  eight 
employes,  does  maintenance  work  on  tunnels  on  a  full-time 
basis.   These  employes  are  carried  on  the  payroll  of  this 
yard  and  are  given  supplies  and  supervised  by  the  engineer 
in  charge  of  the  yard. 

All  of  the  personal  chauffeurs  for  transit  depart- 
ment employes  are  carried  on  the  South  Boston  yard  payroll. 
The  five  employes  working  as  chauffeurs  for  the  commission, 
the  secretary,  and  the  chief  engineer  carried  payroll 
classifications  as  follows: 

Number  of 
Title        Positions 

Working  foreman      2 
Pipe  layer  1 

Laborer  2 

One  of  the  positions  carries  a  pay  rate  of  fij.,300  a  year. 
The  time  of  these  employes  is  not  checked  by  the  engineer 
in  charge  of  the  yard.   It  would  appear  that  two  automobile! 
and  two  chauffeurs  would  be  adequate  to  meet  the  needs  of 
these  five  officials. 

Also,  there  are  more  clerical  positions  assigned 
to  this  yard  than  are  needed.   Two  of  the  positions  should 
be  eliminated  leaving  one  timekeeper,  one  first  aid  tech- 
nician, and  one  clerk. 
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Nine  positions  are  shown  with  engineering  titles 
including  four  rodmen.   It  is  understood  that  the  rodmen 
are  doing  laborer  work.   It  would  appear  that  no  engineer- 
ing positions  should  be  assigned  to  the  South  Boston  yard, 

It  was  impossible  to  account  for  all  of  the  per^- 
sonnel  assigned  to  the  yard.   Supervisors  first  reported 
that  they  had  a  staff  of  about  20  employes  which  number 
increased  as  the  various  operations  were  discussed  until  a 
total  of  73  were  accounted  for,  leaving  a  discrepancy  of 
five  between  the  payroll  and  accounted- for  positions. 
The  fact  that  position  titles  are  not  consistent  with  the 
duties  of  the  positions  contributed  to  the  difficulty  of 
analyzing  the  staff  assignments. 

Much  of  the  equipment  and  material  stored  in  the 
yard  was  purchased  for  some  prior  job  but  not  used.   The 
controls  over  such  materials  are  loose  and  inventory 
records  are  lacking.   No  cost  records  are  kept  of  the 
general  operations  of  the  yard. 

The  new  garage  was  built  by  the  yard  employes 
with  the  approval  of  the  transit  commission.   No  records 
are  available  to  show  the  cost  of  its  construction.   The 
wisdom  of  constructing  this  one  small  building  is 
seriously  questioned.   The  whole  question  of  proper  faci-r 
lities  should  be  studied  and  new  construction  planned  to 
provide  adequate  and  efficient  work  space, 

10,   Contract  Versus  Day  Labor  Construction 
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It  is  generally  admitted  by  those  responsible  for 
day  labor  cons  true  t±  on  work  on  the  East  Boston  project  that 
it  would  be  less  expensive  to  do  the  work  by  contract 
than  it  is  to  do  it  with  day  labor  forces.   The  entire 
justification  for  day  labor  work  appears  to  be  in  furnishing 
employment  to  veterans.   The  general  attitude  Is  that  there 
is  not  much  that  can  be  done  in  improving  efficiency  as  it 
was  designed  as  a  make-work  project. 

It  would  not  appear  that  such  was  the  intent  of 
the  legislation,  giving  preference  to  veterans.   It  Is 
doubted  that  all  thought  of  efficiency  was  to  be  abandoned 
under  the  limitation  set  up  for  employment.   With  better 
screening  and  selection  of  employes  and  effective  supervision 
and  management,  an  efficient  job  could  have  resulted  from 
the  use  of  day  labor. 

Considering  the  many  obstacles  to  overcome, 
it  would  appear  that  future  construction  should  be  let  out 
on  a  contract  basis.   If  it  is  considered  desirable,  certain 
restrictions  on  employment  could  be  imposed  on  the  contractors 
Such  restrictions  should  not  include  top-level  supervisory 
employes  on  whom  the  contractor  must  depend  for  work  per- 
formance. 
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11.   Procurement  and  Supplies 

a.  Procurement:   The  secretary  is  responsible 
for  the  procurement  of  all  commodities,  supplies,  and 
services  required  by  the  department.   Since  the  policies 

and  procedures  for  the  procurement  of  commodities  and  supplies 
throughout  the  city  are  discussed  in  another  report,  the 
comments  herein  are  limited  to  a  discussion  of  the  policies 
for  the  procurement  of  services. 

It  has  not  been  possible  to  obtain  information 
as  to  the  volume  of  services  procured  over  any  given  period, 
but  the  basic  function  of  the  department  would  seem  to 
indicate  that  it  has  been  necessary  to  obtain  the  services 
of  a  considerable  number  of  firms  over  a  period  of  time. 

The  procedures  in  effect  for  the  procurement  of 
services  are  similar  to  those  in  other  departments  of  the 
city,  in  that  requisitions  are  prepared  by  the  various 
division  heads  and  submitted  to  the  secretary,,  Determination 
is  made  by  him  as  to  whether  the  agreement  with  the  vendor 
will  be  in  the  form  of  an  order  or  a  formal  contract.   In 
either  case,  the  award  is  made  directly  on  the  basis  of 
negotiated  bids,  or  on  the  basis  of  advertised  bids.  Due 
to  the  absence  of  records,  it  is  impossible  to  analyze 
procurement  practices  in  those  instances  where  the  service 
was  obtained  by  means  of  an  order.   Horn-ever,  an  analysis  of 
various  contracts  entered  into  during  I9I+8  and  part  of 
I9I4.9  indicates  that  for  12  contracts  or  agreements,  bids 
were  publicly  advertised  for  in  the  case  of  five,  were 
invited  for  two,  and  in  five  cases  the  award  was  made  without 
resorting  to  either  invitation  or  public  advertisement  for 
bids.   While  it  is  possible  that  there  was  good  reason  for 
not  resorting  to  public  advertisement  for  bids,  the  documents 
supporting  this  method  were  not  particula  rly  conclusive  and 
the  policy  of  not  advertising  does  remove  some  of  the 
emphasis  on  price  as  a  factor  in  awarding  contracts.   Where 
contracts  are  negotiated, or  where  the  award  is  made  directly, 
it  would  seem  that  the  primary  responsibility  of  the  officials 
is  to  present  positive  evidence  that  such  arrangements  are 
to  the  best  interests  of  the  city.   It  is  recommended  that 
the  department  prepare  a  complete  anddetailed  explanation  in 
all  cases  where  public  advertisement  is  not  made  for  bids. 
In  general,  contracts  should  be  let  on   a  bid-price  basis, 

b.  Equipment  and  Material  Control;  Over  a  period 
of  years,  the  department  lias  had  occasion  to  purchase  sub- 
stantial amounts  of  equipment,  some  of  which  is  of  considerable 
value.   The  records  of  the  department  are  not  sufficiently 
complete  to  indicate  exactly  what  has  been  the  policy  as  to 
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the  disposition  of  this  equipment  at  the  conclusion  of 
the  project  for  which  it  was  purchased.   However,  it  seems 
that  most  of  the  equipment  accumulated  up  to  19^1  w^s  sold 
during  the  war  because  of  the  demand  for  construction 
equipment.   So  far  as  can  be  determined,  all  of  the  equip-- 
ment  being  used  at  the  present  time  was  purchased  specifically 
for  the  work  now  in  process.   The  records  for  this  equip- 
ment and  of  tools  and  supplies  which  are  not  expendable 
are  inadequate;  consequently  there  is  no  control  over  such 
items.   The  central  office  maintains  a  record  of  purchases, 
but  this  in  no  way  indicates  their  disposition.   The  cost 
section  at  the  East  Boston  office  is  apparently  cognizant 
of  this  lack  of  control  over  tools  and  equipment,  as  it 
it  presently  engaged  in  reviewing  all  of  the  invoices 
received  since  the  start  of  the  project  and  making  a  card 
record  of  all  non-expendable  items  purchased.   It  %s   re- 
ported that  this  work  will  be  supplemented  by  field  trips 
to  determine  the  location  and  use  of  all  such  items.   It 
is  also  planned  to  make  a  record  of  all  tools  and  equipment 
at  the  time  they  are  purchased,  using  the  receiving  reports 
as  a  posting  medium.   This  is  commendable,  but  it  will  not 
correct  the  many  deficiencies  which  are  now  apparent  in 
the  control  over  tools  and  equipment. 

Supplies  and  materials  which  are  used  on  the 
East  Boston  job  are  subject  to  practically  no  control. 
Some  are  received  at  the  South  Boston  yard,  some  at  a 
central  storage  yard  in  East  Boston,  and  others  are  received 
at  the  point  where  they  are  to  be  used.   Also,  there  are 
four  separate  organization  units  which  have  responsibility 
over  some  phase  of  the  management  of  material. 

A  material  and  equipment  control  section  should 
be  established  with  complete  responsibility  for  the  receipt, 
storage,  issuance,  end  control  of  all  supplies,  material 
and  equipment  used,  by  the  department.   In  addition,  the 
department  should  adopt  records  which  will  make  possible 
proper  classification  and  identification,  periodic  inspect 
tions,  physical  inventories,  and  perpetual  inventory  records, 

12.   Personnel  A dm i nistration 

a.   Recruitment;   Authorization  for  the  construc- 
tion of  the  EasfTTdston  transit  facilities  provides  in 
Chapter  I4.9l.l-  (approved  June  8,  19W)  that  "The  department 
shall  employ,  insofar  as  practicable,  honorably  discharged 
veterans  of"  World  War  I  and  World  War  IJ." 

The  transit  department  recruits  employes  through  the 
state  division  of  civil  service.   It  appears  that  there  are 
very  few  lists  of  qualified  persons  and,  as  b    substitute, 
names  of  applicants  for  civil  service  classification 
are  listed  and  furnished  to  the  transit  departne  nt  in  lieu 
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of  official  qualified  applicants.   As  a  practical  matter, 
there  is  no  assurance  that  the  persons  whose  names  are 
on  the  lists  have  any  qualifications  for  the  kinds  of 
work  specified,   It  merely  means  that  such  persons  have 
stated  their  intention  to  take  the  examination  at  such  time 
as  it  is  given.   Therefore,  a  person  can  have  his  name 
listed  as  an  applicant  for  any  open  classification  by 
making  the  necessary  request. 

The  experience  of  the  transit  department  in 
receiving  qualified  applicants  in  response  to  their  requests 
for  specific  classifications  has  been  very  poor*   However, 
in  general,  the  employes  are  put  to  work,  and  if  it 
develops  that  they  are  not  qualified  for  the  type  of  work 
for  which  they  were  hired,  they  are  assigned  other  work 
for  which  their  skills  are  more  suited.   The  result  is 
a  classification  plan  that  bears  very  little  resemblance 
to  the  actual  work  of  employes.   Engineering  titles  are 
used  for  most  every  conceivable  type  of  work,  to  cite  one 
of  the  most  common  misclassif ications.   As  a  further  re- 
sult, the  pay  received  by  employes  is  not  consistent 
with  the  kinds  of  work  they  are  performing. 

There  are  at  least  two  major  weaknesses  in  the 
recruiting  by  the  transit  department.   Employes  are  not 
screened  or  examined  before  they  are  assigned  to  work.  When 
it  is  determined  that  the  employe  is  not  qualified,  no 
effort  is  made  to  separate  him  from  the  payroll,  but,  instead, 
he  is  moved  to  another  spot. 

Recruitment  is  not  generally  brought  in  line  with 
needs.   Supervisors  on  the  East  Boston  job  receive  new 
employes  without  filing  requisitions  for  them,   As  a  result, 
the  number  of  the  several  skills  is  not  generally  consistent 
with  the  needs,   A  position  control  should  be  established  to 
help  keep  the  staff  recruited  in  line  with  needs. 

Another  weakness  in  the  system,  but  reported  to 
be  beyond  the  control  of  the  transit  department,  is  the 
practice  of  displacing  employes  with  inexperienced  persons 
that  are  higher  on  the  lists  maintained  by  the  state  divi-? 
sion  of  civil  service.   Laborers,  for  example,  have  a 
priority  according  to  the  date  of  their  application  to 
the  division  of  civil  service.   If  they  refuse  employment 
when  first  offered,  they  may  later  apply  again  and  "bump" 
the  employe  who  accepted  the  job„   The  result  is  costly  to 
the  transit  department.   During  the  past  year,  I4.O  laborers 
were  removed  at  one  time  by  this  method.   As  of  the  date 
of  the  study  on  which  this  report  is  based,  it  was  stated 
that  J4.OO  laborers  were  being  sent  to  the  transit  depart-r 
ment  because  they  had  higher  ratings  on  the  lists  of 
applicants. 

There  is  a  considerable  period  of  training  on  the 
job  even  in  the  case  of  laborers.  Employes  are  assigned  to 
various  types  of  work  according  to  their  experience  and 
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abilities.  As  it  is  costly  to  keep  training  new  employes, 
some  arrangement  should  be  made  to  avoid  displacing  quali- 
fied and  trained  employes. 

b.  Classification  of  Positions::   In  many  cases, 
classification  of  position  bears  very  little,  if  any  rela- 
tion, to  the  duties  of  the  employes  filling  the  positions. 
Considering  the  normal  method  of  recruiting  as  described 
elsewhere  In  this  report,  it  is  understandable  that  this 
would  be  true.   If  an  employe  fails  to  fulfill  the  needs  of 
the  position  for  which  he  is  employed,  he  is  merely  assigned 
to  some  other  work  for  which  It  is  believed  that  he  is 
qualified. 

The  following  examples  of  improper  classifica- 
tion of  positions  are  cited  here  to  support  the  need  for 
a  thorough  reclassification  of  all  positions.   An  engineer  III 
and  five  rodmen  work  as  timekeepers.   Two  engineers  and 
two  rodmen  work  as  watchmen.   A  trans itman  assists  the 
first  aid.  technician.   For  truck  dispatching,  the  follow- 
ing are  used:   foreman  of  subway  construction,  engineer  III, 
engineer  II,  building  inspector,  rodman,  bracer,  and 
laborer.   On  the  other  hand,  construction  foreman  positions 
are  assigned  to  engineering  survey  parties.   Eight  employes 
were  classified  as  foremen,  but  none  of  these  employes  had 
any  employes  working  under  their  supervision.   Further  examples 
of  Improper  classifications  of  positions  are  cited  elsewhere 
in  this  report. 

As  pay  rates  are  set  according  to  the  classes  of 
positions,  the  rates  of  pay  are  not  adjusted  to  the  respon- 
sibilities and  skills  of  employes,  thus  creating  a  condition 
responsible  for  lower  morale  among  employes. 

c.  Discipline^   The  discipline  of  employes  on 
the  East  Boston  project  Is  lax.   The  general  attitude  of 
supervisors  Is  that  it  is  difficult,  if  not  impossible,  to 
discharge  employes  for  sufficient  reason.   It  Is  reported 
that  the  experience  has  been  that  if  an  employe  is  dis- 
charged, the  supervisor  may  be  forced  to  take  the  employe 
back.   This  condition  creates  an  attitude  among  employes 
of  disrerard  of  instructions  from  supervisors. 

The  recent  order  that  permits  temporary  employes 
to  receive  three  weeks  of  sick  leave  after  six  months  of 
work  has  produced  an  epidemic  of  sick  leaves.   An  average 
of  from  JLj.0  to  60  employes  is  now  off  daily  for  this  reason, 
whereas  it  is  reported  that  previous  to  the  order,  the 
number  was  much  less.   It  wa°  noted  that  considerable 
time  of  the  construction  workers  was  lost  due  to  early 
lunch,  early  quits,  and  extended  "coffee"  periods.   The 
laborers  doin<?  excavation  work  must  go  down  a  ladder  for 
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some  30  feet  which,  considering  the  large  number  of  employes 
that  use  the  same  ladder,  amounts  to  considerable  time  for 
a  "coffee"  period.   Whereas  such  laxness  may  be  for  only  a 
few  minutes  on  each  occasion,  the  accumulated  total  time 
lost  is  considerable.   Full  time  can  be  credited  for  tardi- 
ness of  one  half  hour. 

The  day  shift  permits  two  "coffee"  periods, 
whereas  only  one  is  used  at  night.   However,  the  night 
shift  has  arbitrarily  adopted  a  one -hour  lunch  period, 
thus  reducing  the  work  day  by  one  half  hour,  which  was 
not  known  or  authorized  by  general  supervisors. 

It  is  recommended  that  a  standard  practice 
manual  be  prepared  covering  in  considerable  detail  all  of 
the  conditions  affecting  working  conditions,  including 
such  matters  as  hours  of  work,  overtime,  sick  leave,  vaca- 
tions, and  disciplinary  authority  of  supervisors.   Super- 
vision over  such  matters  should  be  strengthened, 

d.   Overtime :   The  practice  on  overtime  varies 
considerably  among  the  several  units  of  the  transit 

department .  Because  of  extra  timo  on  throe  days,  some  of 
the  engineers  receive  nine  hours  of  overtime  by  working 

i4.il  hours  a   week.   On  the  East  Boston  project,  pay  is 

generally  on  a  straight-time  basis,  up  to  I+8  hours,  except 

where  more  than  8  hours  are  worked  in  a  single  day,  in  which 

case,  such  amounts  are  figured  at  time  and  one-half »   Crane 

operators  are  paid  for  5U  hours  a  week,  all  of  which  are 

figured  at  straight  time,   In  this  case,  an  additional  hour 

is  allowed  for  the  operator  to  prepare  his  equipment  for 

the  day. 

A  sample  check  of  the  transit  department  payroll 
for  the  week  of  March  8,  19^9>  showed  overtime  paid  as 
follows: 

Office 27  of  68  received  overtime 

Engineers.  .  .  .57  °^  15^+  received  overtime 
East  Boston      Number 

Under  i+0  hours  72 

I4.O  hours**  69 

lj.0  to  US   hours  15 

i-j-8  hours  173 

Over  i|8  hours  28 

■^Recognized  work  week 

It  is  apparent  from  the  data  that  the  i4.0-h.our 
work  week  is  not  generally  adhered  to  by  the  transit 
department.   The  relatively  la  rge  number  that  worked 
ii8  hours  is  the  result  of  the  policy  of  allowing  all  those 
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who  wish  to  do  so   to  work  on  Saturday.   It  would  seem 
that  more  efficient  staffing  could  be  obtained  by  estab- 
lishing a  more  definite  work  week.   An  effort  should  be 
made  to  reduce  overtime,  particularly  in  the  "office" 
and  "engineering"  classes, 

13*   Reports  and  Records 

There  is  a  paucity  of  reports  and  records  of 
operations  of  the  transit  department.   There  are  no  annual 
or  periodic  reports  of  any  kind.   Only  the  day "to-day 
records  were  available  for  inspection  by  the  authors  of 
this  report.   The  attitude  of  the  transit  department  is 
that  it  is  not  necessary  for  them  to  report  to  anyone. 

Periodic  and  annual  reports  of  operations  are 
essential  as  management  tools.   Such  reports  provide 
administrators  with  the  information  needed  for  planning 
new  work  and  appraising  completed  work.   Further  than  this, 
it  would  seem  that  the  transit  department  has  a  respon- 
sibility to  the  people  of  the  City  of  Boston  and  to  the 
Mayor  and  city  council  all  of  whom  must  depend  upon  such 
reports  to  evaluate  the  performance  of  the  commission  and 
its  staff, 

lit-.   Expenditures 

.,     .|l«iH  un>»iW  ■'!    j.iwiim»i.  ^.  ■  i.i  Hi   ..|.  |i  w^m 

The  Boston  transit  department  should  report 
expenditures  on  a  periodic  and  annual  basis  in  a  manner 
similar  to  other  city  agencies.   Such  periodic  reports 
should  also  show  the  status  of  each  pro  ject  that  is  being 
contempated  or  is  under  construction  including  the  estimated 
cost  of  the  project,  the  amounts  expended  to  date,  and  the 
length  of  time  and  estimated  cost  of  completing  the  project. 

As  stated  throughout  this  report,  the  expenditures 
made  by  the  transit  department  are  excessive  in  considera- 
tion of  the  work  accomplishment,   Properly  organized  and 
staffed,  savings  of  from  one  third  to  one  half  of  the  present 
staff  should  be  possible,   A  great  many  things  combined, 
as  included  in  the  summary  of  recommendations,  would  make 
such  savings  possible. 
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